Western Kentucky University

TopSCHOLAR®
Dissertations

Graduate School

Fall 2021

The Motive to Work: Assessing Organizational Motivation within
the Federal Probation System
Aleda M. Thomas

Follow this and additional works at: https://digitalcommons.wku.edu/diss
Part of the Leadership Studies Commons, Organizational Behavior and Theory Commons, and the
Performance Management Commons
This Dissertation is brought to you for free and open access by TopSCHOLAR®. It has been accepted for inclusion
in Dissertations by an authorized administrator of TopSCHOLAR®. For more information, please contact
topscholar@wku.edu.

THE MOTIVE TO WORK: ASSESSING ORGANIZATIONAL MOTIVATION
WITHIN THE FEDERAL PROBATION SYSTEM

A Dissertation
Presented to
The School of Leadership and Professional Studies
Western Kentucky University
Bowling Green, Kentucky

In Partial Fulfillment
Of the Requirements for the Degree
Doctor of Education

By
Aleda M. Thomas
December 2021

THE MOTIVE TO WORK: ASSESSING ORGANIZATIONAL MOTIVATION
WITHIN THE FEDERAL PROBATION SYSTEM

Date Recommended
Dr. Randy Capps,

Chair

Dr. Janet Applin, Co-Chair
Dr. Kimberlee Everson

_________________________________________________
Associate Provost of Research & Graduate Education

I dedicate this dissertation to the most important individuals in my life.
To my husband, Kurt Thomas, I thank you for all that you are and all that you continue to
be for me. You have been nothing less than my rock through this entire process. I thank
you for your patience, your motivation, and your encouragement. I know this process was
not the easiest; however, you stuck it out with me. I thank you for being an amazing
husband. This success is our success!
To my uncle, Hugh “Tommy” Hagan, I am who I am today because of you! You have,
and always will be, my biggest motivator, my biggest supporter, and the reason I strive to
be the best me I can be. I thank God for you and everything you have been for me. I
thank you for you believing in me! I will always be your pumpkin head.
To my late father, Terry Britt, I love and miss you, dad. I know this will make you smile!
Until we meet again.
To my aunts Deverly Sweatt and Sandra Hagan, you guys have been an amazing support
system and cheerleaders throughout this process. I love you both more than you know,
and I’m so appreciative of the loving relationship we have grown to have.
Lastly, but certainly not least, I would not be where I am today if it had not been for the
inspiration I received from my late mother-in-law, Tammy “Nana” Thomas. You called
me a doctor prior to me even writing the first sentence for this dissertation. You pushed
me, you encouraged me, and you uplifted me in every way. More than anything, you
were more than a mother-in-law; you were a great mother to me. The world lost a
beautiful spirit when you left us. For you, I will complete this journey!

For the times I felt like giving in and throwing in the towel, I thought of you all. I would
not be where I am today without the love, support, encouragement, and selflessness that
you each showed me. One day, I hope to give an ounce of what you have given to me to
someone else.

ACKNOWLEDGMENTS
The completion of this dissertation would have not been possible without the
assistance and patience of my committee members, Dr. Kimberlee Everson, Dr. Janet
Applin, and committee chair, Dr. Randy Capps. I am thankful for your support and
encouragement along the way. Lastly, I would like to thank Dr. Joseph Cangemi for his
continuous support and encouragement. He was a great teacher, mentor, and motivator.
He will forever be missed.
I would like to thank Chief Probation Officers, Kathryn Jarvis and Melissa
Alexander, for their continuous support, feedback, and ongoing generosity during this
process! This would have never been possible without the guidance of you two. The
support I have been given warms my soul. Chief Jarvis, it is an honor to have worked for
such an amazing leader. You have set the bar high for those to come.
I would also like to thank my prior Supervisors, Tambra Steelman and Justin
McChesney, along with my co-workers, Chris Deglow, Kyle Rowland, Matt Cleer, Aaron
Tant, and Teresa McEwen for their support during this time. Thank you for listening to
me ramble in circles in an attempt to wrap my head around what I am doing. Thank you
for your feedback, support, and encouragement. I love you guys!
To Rebecca Spayde, my mentee, who somehow managed to be one of my biggest
supporters during this time….thank you! We have spent countless hours brainstorming,
rambling, singing, and laughing in an attempt to knock this thing out of the park. I
appreciate your friendship and support. This couldn’t have been completed without you!

v

To Ms. Raley, my high school teacher who inspired me in so many ways, I thank
you for seeing something in me that I never saw in myself. You pushed me to excel and
strive for goals that somehow seemed impossible. With you, I was able to achieve the
impossible. You lit a flame in me that has never gone out. I am forever grateful for you.
To my best friend Briana Williams, I love you and I thank you for all of your
support and encouragement during this time. Who would’ve thought our first day of
undergraduate classes would have led to such an amazing friendship? I know you think I
will be a student forever, but I am finally FINISHED!
A special thanks to my mother, Linda Hagan, my father-in-law, Kenneth Thomas,
my uncle, Ted Sweatt, my grandmother, Priscilla Boards, my sisters, Terri Bizor and
Brittany Hagan, my brothers, Kenneth Thomas, Jr., and Darian Jones, my cousins,
Constance Centers and Amanda Parkurst, and my friends, Bianca Simmons, Macy
Mullins, Allison Carlino, Desiree Akuchie, and Charles John. Thanks for being a great
support.
Lastly, I would like to thank the members of Cohort XIX. We have grown and
learned so much together! A special thanks to Brittney Hernandez-Stevenson, Carlous
Yates, and Cres’Sena Thomas. We did this together! We have had our ups and our
downs, but through it all we came out just where we needed to be. You guys made this
program so much more than I ever thought it would be. I am thankful for the friendships
we have built, and I look forward to seeing what the future has in store for us.

vi

CONTENTS
List of Tables ....................................................................................................................xii
CHAPTER I: INTRODUCTION........................................................................................ 1
Research Problem ............................................................................................................... 5
Purpose of Study ................................................................................................................. 6
Theoretical Frameworks ..................................................................................................... 7
Content Theories ............................................................................................................. 7
Process Theories ............................................................................................................. 9
Research Questions ........................................................................................................... 11
General Methodology ....................................................................................................... 11
Significance of the Study .................................................................................................. 12
Assumptions...................................................................................................................... 13
Delimitations ..................................................................................................................... 14
Limitations ........................................................................................................................ 14
Definitions......................................................................................................................... 15
Summary ........................................................................................................................... 15
CHAPTER II: REVIEW OF THE LITERATURE .......................................................... 17
A History of Federal Probation ......................................................................................... 18
Theoretical Views of Motivation ...................................................................................... 21

vii

Maslow’s Hierarchy of Needs ...................................................................................... 22
Alderfer’s ERG Theory................................................................................................. 24
McClelland’s Theory of Needs ..................................................................................... 27
Herzberg’s Two-Factor Theory .................................................................................... 34
Vroom’s Expectancy Theory ........................................................................................ 41
Locke’s Goal Setting Theory ........................................................................................ 48
Adams’ Equity Theory .................................................................................................. 52
Emerging Themes ............................................................................................................. 56
Appreciation for Work Completed ............................................................................... 57
Working Conditions ...................................................................................................... 58
Feeling in on Things ..................................................................................................... 59
Empowerment and Autonomy ...................................................................................... 60
Interesting Work ........................................................................................................... 61
Good Wages .................................................................................................................. 62
Relationship with Management .................................................................................... 63
Potential for Growth ..................................................................................................... 65
Fair Treatment ............................................................................................................... 66
Job Security ................................................................................................................... 67
Work-Life Balance........................................................................................................ 68

viii

Clear Goals/Roles ......................................................................................................... 69
Summary ........................................................................................................................... 70
CHAPTER III: METHODOLOGY .................................................................................. 73
Overview of Research Problem ........................................................................................ 74
Research Questions ........................................................................................................... 75
Research Design................................................................................................................ 75
Participants ........................................................................................................................ 76
Instruments ........................................................................................................................ 77
Procedures ......................................................................................................................... 80
Data Analysis .................................................................................................................... 80
Ethical Considerations ...................................................................................................... 82
Limitations ........................................................................................................................ 82
CHAPTER IV: RESULTS ................................................................................................ 84
Descriptive Statistics......................................................................................................... 85
Risk of Turnover ........................................................................................................... 91
Findings for Research Question 1 ..................................................................................... 94
Findings for Research Question 2 ..................................................................................... 97
Findings for Research Question 3 ..................................................................................... 99
Other Findings ................................................................................................................ 101

ix

Comparison of Means of Motivational Factors .......................................................... 101
Comparison of Means of Risk of Turnover ................................................................ 104
Summary ......................................................................................................................... 109
CHAPTER V: DISCUSSION ......................................................................................... 111
Discussion of Findings.................................................................................................... 114
Research Question 1 ................................................................................................... 114
Research Question 2 ................................................................................................... 115
Research Question 3 ................................................................................................... 116
Other Findings ............................................................................................................ 119
Officer Remarks .......................................................................................................... 121
Limitations ...................................................................................................................... 122
Recommendations ........................................................................................................... 124
Implications for Further Study ........................................................................................ 127
Conclusion ...................................................................................................................... 129
REFERENCES ............................................................................................................... 131
APPENDIX A: IRB Approval Letter ............................................................................. 151
APPENDIX C: Email to Participants ............................................................................. 153
APPENDIX D: Permission to Use Survey Instrument ................................................... 154
APPENDIX E: Survey Instrument.................................................................................. 155

x

APPENDIX F: Permission to Survey Population ........................................................... 168

xi

LIST OF TABLES
Table 1 Recruitment and Turnover within the Federal Probation System...........................4
Table 2 Ethnicity ............................................................................................................... 86
Table 3 Experience ........................................................................................................... 87
Table 4 Years Until Retirement ........................................................................................ 87
Table 5 Annual Salary ...................................................................................................... 88
Table 6 Officer’s Primary Position ................................................................................... 89
Table 7 Monthly Pretrial Assignments ............................................................................. 89
Table 8 Monthly PSR Assignments .................................................................................. 90
Table 9 Number of Individuals Under Supervision .......................................................... 91
Table 10 Risk of Turnover Scale ...................................................................................... 92
Table 11 Risk of Turnover Scale ...................................................................................... 92
Table 12 Risk of Turnover Scale ...................................................................................... 93
Table 13 Risk of Turnover Scale ...................................................................................... 93
Table 14 Risk of Turnover Scale ...................................................................................... 94
Table 15 Desired Motivational Factors............................................................................ 95
Table 16 Perceived Motivational Factors Present ............................................................ 96
Table 17 Paired t-test of Desired vs. Present Motivational Factors .................................. 97
Table 18 Regression of Turnover Risk on Desired Motivational Factors ........................ 99
Table 19 Regression of Turnover Risk on Present Motivational Factors ....................... 101
Table 20 One-Way ANOVA for Present Factors ........................................................... 107
Table 21 One-Way ANOVA for Risk of Turnover ........................................................ 108

xii

THE MOTIVE TO WORK: ASSESSING ORGANIZATIONAL MOTIVATION
WITHIN THE FEDERAL PROBATION SYSTEM
Aleda M. Thomas

December 2021

168 Pages

Directed by: Randy Capps, Kimberlee Everson, and Janet Applin
School of Leadership and Professional Studies

Western Kentucky University

Competition within the United States workforce is growing at an unprecedented
rate. Turnover rates of all organizations and businesses have reached an all-time high.
According to the U.S. Labor Department, 4.3 million Americans quit their job in the
month of August alone. Times have shifted to where the ball no longer resides on the side
of employers, but now it resides with employees. As such, it is vital to ensure workplaces
are enjoyable and encompass cultures that produce high levels of motivation, satisfaction,
and engagement. As such, the retention of skilled and qualified employees must be at the
forefront of each organization’s mission as a means to retain employees and reduce the
risk of turnover.
The present study surveys federal pretrial and probation officers across the United
States (N = 584) by using a predictive design to make inferences on whether specified
motivational factors predict the risk of turnover within the federal probation system.
Specifically, officers were presented with 12 factors identified as contributors of
employee motivation by various theorists and present-day researchers.
Based on the results of this study, the federal probation system has a relatively
low risk of turnover, and the average risk was calculated and found to be 8.54 on a scale
of 1 to 25. In analyzing means, officers indicated being treated fairly, having job security,
and receiving good wages are the top motivators desired within the workplace. In
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comparison, officers reported the presence of having job security, interesting work, and
good wages in their positions. A t-test including desired and present motivational factors
reveals significant differences exist among all identified factors, which suggests that in
every case officers desire more from their districts than they are receiving.
Subsequent multiple regressions were conducted to address the second and third
research question. This study found that of those factors desired within the workplace:
feeling appreciated, feeling empowered and autonomous, having interesting work, having
the potential for promotions/growth, having a positive relationship with management, and
having job security significantly predicted the risk of turnover. Regarding factors that
were perceived to be present within the workplace: this study found that having aworklife balance, feeling appreciated, having a positive relationship with management, having
interesting work, and having good wages significantly predicted the risk of turnover.
This research provides pertinent information for the federal probation system, as it
blatantly identifies factors that must be present in order to ensure the risk of turnover
remains low. This knowledge is ideal for locations in which turnover may be elevated,
and it could also be utilized as a resource for districts looking to improve their overall
workplace culture and performance.
It should be noted that while the risk of turnover is low, this does not necessarily
mean officers are motivated or have high levels of satisfaction and/or engagement. As
such, further research should be conducted to assess those factors to garner a more wellrounded view of the organization.
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CHAPTER I: INTRODUCTION
Success is the ultimate objective within any company or organization, and this
success is the result of the performance of employees (Shaughnessy, 2017). Success may
come in the form of having the best marketable product, exceeding projected sales
expectations, or simply meeting objectives outlined in the mission and vision of the
organization. Success is the level of value one finds as a result of economic and societal
benefits received.
With motivation known to be a vital aspect of organizational success, it is critical
to investigate the way in which employers maintain high motivational levels of their
employees within any organization. As motivation increases, job satisfaction and
productivity rise. “Beecher once said, ‘God made man to go by motives, and he will not
go without them any more than a boat without steam, or a balloon without gas. Find out
what motivates man, touch that button to turn the key that makes men achieve’” (as cited
in Kamery, 2004).
Pay has long been thought to be the driver of motivation; however, organizations
often struggle to financially motivate their employees. In some instances, employers are
forced to maximize efficiency and achieve more with less due to economic reasons
(Longenecker, 2011). This is particularly true within the current population being studied,
the federal probation system. Yearly budget cuts have constrained individual districts to
operate with fewer staff but increasing demands. Therefore, district supervisors must
focus on non-monetary ways to motivate the officers they do have as workloads are not
decreasing, and budgetary restraints limit the number of new positions. Conrad et al.
(2015) emphasized the importance of determining what motivates employees; they noted
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this is the most crucial but also the most complex aspect of a supervisory role. For the
purpose of defining motivation, the researcher adopts the explanation provided by the
U.S. Merit Systems Protection Board (2017). Motivation is referred to as “the driver of
what employees do, how they do it, how hard they try, and how long they persist in a
given endeavor” (p. 3). Having this definition in mind emphasizes the need for
management to view motivation as utmost importance when examining performance
within the federal probationary system.
The progression of the U.S. federal probation system has been well documented.
According to Evjen (2014), the federal probation system was created in 1925 after being
signed into law under the Executive Branch in the Department of Justice by President
Calvin Coolidge. The system was transferred from the Executive Branch to the
Administrative Office of the Courts in 1940 with the mission to provide service, improve
criminal behaviors, and report offenders’ compliance with court orders to the court.
Many policies and procedures have been created and amended to better serve
communities, individuals under supervision, officers, and the courts nationwide. The
federal probation system is charged with assisting the federal courts in fairly
administering justice, protecting the communities, and bringing about long-term positive
change in individuals under supervision. Federal pretrial and probation officers strive
toward meeting the mission of the organization while upholding the shared professional
identity, goals, and values outlined in the Charter for Excellence.
The Charter for Excellence characterizes federal pretrial and probation officers as
highly respected professionals within the criminal justice field who provide an exemplary
service to the U.S. courts and offenders who are served. These officers strive to reduce
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recidivism by providing services, resources, and opportunities to persons under
supervision while reducing the risk of danger to communities. Officers understand the
importance of rehabilitation and of facilitating long-term positive change in individuals
who have previously endangered communities.
Obtaining a position as a federal pretrial and probation officer is an aspiration for
many individuals within the criminal justice field. Achieving this title comes with a
feeling of success, elation, and respect, as it is equipped with lucrative pay and long-term
benefits. The rumor has been that once one obtains the position as a federal pretrial and
probation officer, they are there to stay. As such, vacant positions are limited, and
competition is vast. These rumors appear to be supported in the statistics provided by
Griffin (2021). However, according to Griffin, the trends have begun to change, and
officers are no longer remaining in the organization until retirement as they once did.
Griffin noted retention rates were in the 90th percentile range during the 1990s; recently,
however, these rates have dropped to the 70th percentile range. During a conversation
between the researcher and the Administrative Office of the Courts, it was revealed that
voluntary retirements, transfers of officers between districts, and resignations have all
increased between the years 2018 and 2019, as depicted in Table 1 (Administrative
Office of the Courts, personal communication, March 24, 2021). This highlights a change
worthy of investigation.
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Table 1
Recruitment and Turnover within the Federal Probation System
Action
New Hires

FY 2018
326

FY 2019
393

Transfers

105

149

All Retirements

234

242

Voluntary Retirements

178

193

Resignations

73

81

Note. Voluntary retirements include a retirement prior to the mandatory separation age.
Are officers within the federal probation system leaving due to the lack of
motivation, or do other factors contribute to these increased turnover rates? According to
the U.S. Bureau of Labor Statistics (2021a), the total separations (including quits, layoffs,
discharges, and other separations) within the federal government increased in 2019. In
total, a 45.1% separation rate was seen for all organizations (public and private) during
this year1. As such, understanding how to retain employees is a crucial element for all
organizations. It should be noted technological advances across all industries have led to
greater competition among employers. As a result, employees no longer remain in
organizations solely due to monetary benefits; employees gauge which occupation has
the most to offer overall (Faragher et al., 2013). These attitudes establish a need for the
workplace to create an environment that is motivating and conducive to employee
satisfaction, as these factors are vital for organizational success.

1

For the purpose of this comparison, the research uses statistics from 2019, as the data from 2020
could have been heavily impacted by Covid-19.
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Research Problem
Minimal empirical research exists regarding federal pretrial and probation
officers. Even fewer articles pertain to factors that relate to turnover, motivation, and
overall job satisfaction for this population. After conducting a thorough search, only a
handful of articles could be found relating to the overall workplace experience of federal
pretrial and probation officers.
It is possible individual districts have undergone various types of assessments in
which results are provided to aid in the growth of their immediate staff; however, this
information has not been made available for review by the public. In contrast, there are
multiple studies pertaining to the work officers perform and how this work impacts the
individuals they serve, as well as the communities around them.
The federal probation system employs 5,914 pretrial and probation officers2 and
provides services to approximately 155,844 individuals who have yet to be found guilty
of criminal charges or have already been sentenced and released from custody3. An
annual report published by the United States Courts noted recidivism rates as well as
revocations of probation have declined, and much of the credit can be given to the work
of pretrial and probation officers who strive to teach, implement, and reinforce the use of
tools that contribute to changing thoughts/patterns that lead to criminogenic behaviors
(Blasko et al., 2016). The results show the critical role of pretrial and probation officers
in public safety and reinforce the need to understand how to motivate and retain
greatofficers.

2

As of April 12, 2020.
As of September 30, 2020.
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Given the essential work of pretrial and probation officers and the increase in
turnover in recent years, it is vital to determine whether motivation, or the lack thereof,
plays a role in this increase. If motivation plays a role in retaining officers, it is crucial to
determine what factors influence motivation. If the risk of turnover is found to be low in
this study, it can be assumed the organization is motivating its officers, or the lack of
motivation fails to outweigh the benefits of leaving. It is then the research will address
areas for improvement. Increasing motivation levels of officers can decrease turnover
rates, increase organizational commitment, reduce financial costs of training new
employees, increase productivity and performance, and create an environment with high
levels of morale. Most important, officers will be engaged in their very serious roles
within the communities.
The techniques involved in motivating employees are simple in nature, but far too
often they are not practiced within the workplace (Weiss, 2001). The U.S. Merit Systems
Protection Board (2017) noted many federal employees fail to see positive outcomes for
their own efforts in performing challenging work. As the literature indicates, this has the
potential to increase turnover and decrease job satisfaction and employee motivation.
Additionally, employees who are more satisfied with their workplace environment strive
toward achieving work goals and values (Trivellas et al., 2013).
Purpose of Study
This study aims to reveal the impact of motivation within organizations and
specifically to provide an overview of its importance within the federal probation system.
The purpose of this study is threefold: (1) to survey federal probation and pretrial services
officers across the US to examine the factors reported to contribute to their motivation,
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(2) to identify which of these factors are perceived to be present/absent within the system,
and (3) to discuss how the perceived presence/absence of these factors impacts the risk of
turnover within the organization. It can be assumed if desired motivational factors are
present, the risk of turnover will be low. If these motivation factors are reported as being
absent, the risk of turnover will be higher.
Several motivational theories are investigated; however, this research primarily
addresses self-reported factors that have been prevalent in various studies, as opposed to
experimental methods geared toward identifying motivational determinants. Prior
research has suggested certain factors are vital in motivating employees within the
workplace and preventing job dissatisfaction. Therefore, this study aims to address how
the aspects of those theories hold true for federal pretrial and probation officers.
Theoretical Frameworks
The present study thoroughly reviews several foundational theories of motivation,
as well as popular concepts specific to employee motivation. Information gleaned from
fundamental theories of motivation and findings from various studies have highlighted
common motivators within the workplace. These concepts are incorporated into the
present findings and recommendations of the current study. The following theories are
discussed.
Content Theories
Maslow’s hierarchy of needs theory (1954) of motivation was a groundbreaking
development of ideas aimed at addressing the needs of individuals. Maslow then
attempted to describe how those needs impact an individual’s motivation. Maslow
categorized these needs into a five-step hierarchical order based on the assumed level of
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importance, suggesting one must satisfy lower order needs prior to satisfying higher order
needs.
Alderfer’s ERG theory (1972) specifies three core needs in motivating human
behaviors. He indicated survival is the focus of the Existence need, as individuals must
have their basic needs met. Relatedness needs focus on the need for individuals to build
relationships with others. Last, Growth needs refer to an individual’s need for
professional growth and development. Unlike Maslow, Alderfer suggested if one need is
not being met, individuals will put more effort and energy into the other needs.
McClelland’s theory of needs (1987) suggests individuals are motivated and
driven by one of three factors: the need for achievement, the need for affiliation, or the
need for power. He noted those who are motivated by the need for achievement often
work independently, prioritize setting and achieving goals, are calculated in taking
needed risks to accomplish goals, and thrive on receiving continuous feedback regarding
their progress and achievements. These individuals feed on recognition and the ability to
succeed. In contrast, individuals motivated by the need for affiliation often are known for
working in teams and collaborating with others without the need for competition. These
individuals like to fit in and form relationships with others by adjusting their behaviors to
fit in with the group’s norms. Last, individuals who are motivated by this need take few
risks and attempt to avoid uncertainty. Individuals who are motivated by the need for
power pride themselves on taking risks and being competitive; they enjoy status and
influence over others. Some individuals within this category enjoy being recognized as
the leader and controlling the actions of others, while others drive to create the best team,
which has the ability to reach the organization’s goals.
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Herzberg’s two factor theory (1993) involves hygiene and motivational factors.
He emphasized certain factors (hygiene factors) must be maintained within an
organization in order to prevent dissatisfaction. It should be noted these factors do not
necessarily lead to job satisfaction. Hygiene factors lead to having a neutralized
employee who is not motivated but also is not demotivated. Herzberg found salary,
working conditions, work environment, and safety and security are hygiene factors.
Herzberg’s findings suggest there are factors that lead to employee motivation and are
directly related to overall job satisfaction. Motivating factors for employees include
achievement, recognition, the work itself, responsibility, and opportunities for
advancement. These factors are significant for this present study, as many are identified
in the researcher’s survey instrument.
Process Theories
Vroom’s expectancy theory (1964) suggests individuals are motivated by valence,
expectancy, and instrumentality (further discussed in Chapter II). Essentially, an
employees’ performance is the result of the belief that work will produce outcomes that
are favorable to them. If rewards are greater for increased performance, individuals will
strive toward obtaining those rewards as long as they align with their personal values and
expectations. These rewards may be intrinsic or extrinsic and vary from person to person.
Of utmost importance, leadership must know and understand the values and goals of their
employees in order to ensure managers are establishing rewards that align with the values
of their employees. If rewards fail to reflect an individual’s values, motivation ultimately
will suffer.
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Adams’ equity theory (1963) highlights the need for balance between an
employee’s inputs and outputs. He noted an employee’s work ethic, personality, and skill
level should match that individual’s salary, benefits, recognition, and reward. Essentially,
one must feel what they receive matches what they give in order to feel content and
motivated within their workplace. While employers may assume these factors are present,
the level of content and motivation revolves solely around the perception of the
employee. If employees perceive their inputs outweigh their outputs, their level of
motivation declines and may result in disruptive behavior, reduced effort, and a
disgruntled employee. In addition to the factors previously discussed, employees also
seek responsibility, a sense of achievement, advancement, and growth. Last, employees
desire a sense of job security.
Locke’s goal setting theory (2013) emphasizes the need for five elements to be in
place for individuals to achieve their goals. These include clarity, challenge,
commitment, feedback, and task complexity. In order for goals to be clear, they must be
SMART; i.e., goals must be Specific, Measurable, Attainable, Relevant, and Time bound.
Goals must be challenging; however, a goal should not be challenging to the extent that it
is not attainable, as goals that are too arduous can lead to negative emotions and can
hinder future progress. Locke emphasized individuals must be committed and buy in to
the goals that are being set. In addition, feedback must be provided in order to allow for
progression and understanding of expectations. Last, individuals must be aware of how
complex their tasks are to not stretch themselves too thin and become overwhelmed.
Locke discussed the importance of setting both individual and team goals.
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Based on the aforementioned theories, the researcher ascertains the way in which
the identified motivational factors impact an officer’s emotional state (motivation)
regarding the workplace and how these factors relate to one’s willingness to remain or
leave the organization. This is assessed using an instrument that encompasses 12 factors
identified as being motivational in nature.
Research Questions
The following research questions are the focus of the current study:
RQ1: Which of the 12 identified factors do federal pretrial and probation officers
attribute to employee motivation? Which of the 12 factors do officers perceive as
being present in the workplace?
RQ2: Which of the 12 predictor variables, attributed to officer motivation, are
most influential in predicting the risk of turnover?
RQ3: Which of the 12 predictor variables, that are perceived as being present, are
most influential in predicting the risk of turnover?
General Methodology
A quantitative, nonexperimental, correlational research is conducted to ascertain
whether a relationship exists between the identified variables. After obtaining permission,
the researcher adapted a previously used instrument developed by Conrad et al. (2015)
which contains several variables identified as contributors to motivation within the
workplace. These variables were identified by the researchers after a review of literature
distinguished said factors as common attributes of employee motivation. The researchers
tested the internal validity of the motivation scale used for their study and found the
instrument to be appropriate and purposeful for the use of inventorying and identifying
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motivators within business organizations. The instrument also was pilot tested and found
to be clear and understanding.
Descriptive and inferential statistics of the present study are analyzed in the Stata
software. The researcher uses summary statistics to determine the means and standard
deviations of perceived motivational factors that are desired and present. The researcher
then identified statistical significance for each variable. When determining the
relationship between the identified variables of motivation and risk of turnover, a
regression analysis is utilized.
The researcher then attempts to identify whether themes between groups emerged
pertaining to factors indicated as desired motivational factors compared to those
perceived to be present. To accomplish this, a t-test is used, as it allows for a comparison
between the two scales. Statistically significant findings between the scales are discussed
and interpreted by the researcher.
Last, in order to determine whether a correlation exists between demographic
questions and responses regarding motivational factors and risk of turnover, several oneway ANOVAs are utilized. All relationships are assessed to determine whether statistical
significance allows for the drawing of conclusions.
Significance of the Study
Motivation and retention are two aspects employers attempt to study, analyze, and
improve, as both are crucial to the overall performance of an organization. Cerasoli et al.
(2016) conducted a meta-analysis and found autonomy, competence, and relatedness
were true predictors of performance. These characteristics involve an employee’s
perceived ability to work independently, the ability and capacity to carry out change, and
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the feeling of being connected to those in their workplace environment. The findings
were in line with the results found by the self-determination theory (2000) of Deci and
Ryan. Motivation and retention also have been shown to impact cultural climate, morale,
and overall costs for the organization. The U.S. Merit Systems Protection Board (2017)
reported many federal employees perform roles that involve skill variety, autonomy, and
feedback. When all three characteristics are present, it leads to improved performance;
however, when one or more are lacking, motivation is negatively impacted.
Due to the lack of accessibility to research within this field and/or specific to this
population of officers, this study is expected to significantly impact the organization and
those who are directly served. This study highlights the factors that are essential to
enhancing an officer’s motivation and outlines officers’ perspectives on the factors they
feel are currently present in the workplace. In addition, the study reveals the way in
which the officers’ perceptions impact the ability for the organization to reduce the risk
of turnover.
Assumptions
This study assumed the following:
1.

Themes will emerge regarding which motivational factors are desired among
federal probation officers.

2.

Officers will be less likely to report the desire to transfer districts or leave the
organization if they perceive their desired motivational factors are present in
their workplace.
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3.

Officers will be more likely to report wanting to transfer districts or leave the
organization if they perceive their desired motivational factors are not present
in their workplace.
Delimitations

The scope of this research is limited to federal probation officers across the US.
These officers voluntarily completed the survey instrument after permission was granted
to do so by their respective Chief Pretrial and Probation Officers. The researcher chose to
obtain permission from Chief Pretrial and Probation Officers so as to not provoke any
negative feelings toward the research, as questions in the survey request officers to
identify their location and their thoughts of their respective districts.
This study also is limited to front-line officers. The federal probation system is
comprised of many moving aspects with several titles and responsibilities. Limiting the
target population allows for a better generalization of the findings for individuals who
complete similar tasks.
Last, this study does not explore motivational factors that can be derived fonly
experimental studies. This is due to the lack of time, financial resources, and accessibility
of officers during a national pandemic. Therefore, findings and conclusions reference
only those factors which are able to be identified through self-reporting.
Limitations
Chapter III discusses the limitations of this study. The researcher notes the
potential factors that may have an impact on results and conclusions of the study. These
factors are not able to be controlled by the researcher and must be noted. One limitation
addressed in this study includes the worldwide pandemic, COVID-19, that occurred
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during the distribution of the survey. An additional limitation involves the basis of the
survey instrument. As previously stated, this survey is solely based on voluntary
participation and includes self-reports based on perceptions of officers. This limitation
has the ability to impact results, as self-reports may differ from factuality.
Definitions
For the purpose of this study, the following terms are defined:
Federal Probation Officer: U.S. Probation & Pretrial Services Officers (USPOs) serve in
a judiciary law enforcement position and assist in the administration of justice and
promote community safety by preparing reports for the court, supervising individuals
under supervision, interacting with collateral agencies, conducting investigations, and
presenting recommendations to the court.
Motivation: “The driver of what employees do, how they do it, how hard they will try,
and how long they will persist in a given endeavor” (U.S. Merit System, 2017, p. 3).
Job Satisfaction: A pleasurable emotional state derived from the appraisal of one’s job
(Locke, 1976).
Turnover: Total separations from the organization, including quits, layoffs and
discharges, and other separations. Other separations include retirements, transfers,
disability, and death (U.S. Bureau of Labor Statistics, 2021b).
Summary
Federal pretrial and probation officers rarely have the opportunity to be included
in studies that seek to address their perceptions of the organization in which they are so
vital. Even more rare is the opportunity for their perceptions to be aggregated and
compared to those of their fellow officers across the nation. While each officer strives

15

toward meeting the same mission, each district functions and operates differently. With
turnover rates increasing, it is vital to understand whether motivation or the lack thereof
is a contributor.
The current research identifies factors that are perceived to motivate federal
pretrial and probation officers and asked officers to identify which factors they perceive
to be present in their current district. The research moves further to identify the
relationship between motivational factors and the risk of turnover for said officers. This
information is compiled and analyzed with the hope of providing essential information to
management teams in a way that has the potential to improve motivation, satisfaction,
and performance across the nation. Chapter II includes an in-depth literature review
centered on the history of federal probation, content-oriented and process-oriented
motivational theories, and current literature regarding employee motivation.
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CHAPTER II: REVIEW OF THE LITERATURE
Man is not a machine. As a human being he is an animal, though he differs from
other animals in having emotional and spiritual needs. To fulfill these needs–in
addition to the basic needs of any animal–man behaves in various manners. His
behavior is never without purpose. Everything is done to satisfy a need. (Conforti,
1972, p. 10)
With work consuming the majority of the typical individual’s day, it is easy to
question why exactly we work. Lazear (2018) emphasized individuals work to live and
would not otherwise work. While he noted work may be empowering, he suggested
individuals would spend their time completing enjoyable tasks and not tasks needed by
society.
Vroom (1964) noted individuals are likely to work for economical and/or
motivational reasons. Individuals must have the opportunity to work and prefer working
to not working due to the expected outcomes of doing so. Vroom specified five reasons
people work: wages, expenditure of mental or physical energy, production of goods or
services, social interaction with others, and social status. Cerasoli et al. (2016) agreed, as
they noted individuals work to increase their self-esteem; earn money; and satisfy
individual, emotional, and psychological needs. With that said, individuals need more
than just a paycheck from their employer. Employees desire work that motivates them. If
these desires are met, the organizations reap the benefits.
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According to the U.S. Bureau of Labor Statistics (2021b), there are 162,795
different occupations in the U.S. Being a federal pretrial and probation officer is just one
of the many occupations from which to choose. As such, it is imperative to understand
the history of the federal probation system and the role of a federal pretrial and probation
officer.
A History of Federal Probation
According to Evjen (2014), the United States Federal Probation System was
created in 1925 after being signed into law under the Executive Branch in the Department
of Justice by Calvin Coolidge. Fifteen years after its creation, federal probation moved
from the Executive Branch to being under the Administrative Office of the United States
Courts. Evjen noted in the years leading up to the creation of the federal probation system
overwhelming support was lacking for the idea by Federal judges, Congress, or the
Judiciary.
There was confusion as to what probation would entail, how it differed from
parole, how it could be uniform throughout the US, which offenders should benefit from
it, and discrepancies on whether it was too lenient as a form of punishment. Much of the
opposition surrounded the idea that the federal courts would lose respect from the public,
as federal sentences were known to be harsher in relation to state sentences. Also,
disagreements occurred as to whether probation officers were needed, as some felt the
U.S. Marshal service and/or volunteers would be sufficient. With the ever-increasing
population within the penal system, something had to be done. Once the probation law
came into place, the courts were given the opportunity to suspend sentences and place
offenders on probation in conjunction with other conditions (Evjen, 2014).
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Pretrial and probation officers have the duty to provide individuals under
supervision with services necessary to improve their conduct and report the offender’s
conduct to the courts while on probation. In 1930, the Probation Act was amended to
appoint Chief Pretrial and Probation Officers who oversaw the work of other officers. By
1962 there were 62 salaried probation officers and 11 clerk staff serving 54 districts
throughout the US with caseloads exceeding 400 offenders. Probation officers worked
side by side with other law enforcement agencies nationwide in order to provide the court
with sufficient information pertaining to pre-sentence investigations as well as
supervision of offenders. By 1950, there were over 3,000 officers serving the courts.
Meeker (2015) provided additional historical information that entailed details of
the strides in the federal probation system between the years 1950 and 1975. During this
time, probation was a common sentence which included additional resources and
programs for offenders that aided in the fight against recidivism. Also during this time,
professionalism of officers was under the microscope, which was reflected by the system.
Officers were held to a higher standard in that higher education and training were
required. By 1967 the Federal Judicial Center was established and allowed for the
creation of intense training and the development of research programs. This development
came at a crucial time because the caseload demand significantly increased, resulting in
an expansion of officers appointed to the positions. Also, during this time period the
Federal Probation Officers Association (FPOA) was created to emphasize the mandatory
professional qualifications of officers and to address officers’ needs, salaries, and the
goals for the organization. Sentencing institutes also were created and aimed toward
addressing sentencing disparities among offenders (Meeker, 2015).
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Since 1975, several changes within the federal probation system have aided in the
growth and development of the organization. These changes included innovations and
technological advances. One major change was the imposition of supervised release. A
term of supervised release was imposed for each offender and was to be served at the
expiration of their custodial sentence. As a result of this, offenders were to complete said
term of supervised release while under the supervision of a probation officer. Each term
involved special conditions specific to the nature and circumstances of their offense and
characteristics of the offender. The probation officer had the responsibility of ensuring
compliance with these conditions. In addition, several other changes and/or
implementations occurred within the system to ensure its efficiency and effectiveness
(Hughes & Henkel, 2015). Since the 1980s, the focus of the organization has shifted its
focus to incorporate behavioral change interventions that are a product of evidenced
based practices.
Since its origination, the federal probation system has steadily evolved to become
a professional organization aimed at protecting the community and ensuring the fair
administration of justice. The federal probation system has evolved into a very
demanding, yet critical, organization that requires a high level of skill and expertise from
its officers. As such, it is imperative to ensure officers are being retained and are
motivated in the roles they serve. After discussing the history of a very vital organization
within communities nationwide, it is important to discuss concepts of motivation with the
purpose of identifying the way in which motivation impacts federal pretrial andprobation
officers.

20

Theoretical Views of Motivation
Motivation has been defined by various theorists, researchers, and organizations
worldwide. Atkinson (1964) defined motivation as the contemporary immediate influence
on the direction, vigor, and persistence of action. Aisha et al. (2013) stated motivation is
“a psychological process arousing, directing, and affecting the persistence of a certain
course of action to achieve a goal” (p. 605). Pinder (1998) defined motivation as “a set of
energetic forces that originates both within as well as beyond an individual’s being, to
initiate work-related behavior, and to determine its form, direction, intensity, and
duration” (p. 11). The U.S. Merit Systems Protection Board (2017) explained that
motivation is the driver of what employees do, how they do it, how hard they will try, and
how long they will persist in a given endeavor (p. 3).
By examining motivational theories and concepts, the researcher intends to
provide foundational knowledge as to how individuals are motivated within the
workplace. The initial theories discussed are broken into two categories: process and
content-oriented theories. The theories derived from Maslow, Alderfer, Herzberg, and
McClelland are referred to as content, or substantive, theories. These theories focus on an
individual’s internal drivers and environmental factors that act as drivers for energizing
and sustaining behavior (Alderfer, 1972). Vroom, Adams, and Locke developed process,
or mechanical, oriented theories. These theories focus on defining variables associated
with motivating behaviors (Alderfer, 1972). Additionally, emerging themes gleaned from
various sources are addressed in support for the use of the instrument in the present study.
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Maslow’s Hierarchy of Needs
Abraham Maslow’s hierarchy of needs (1954) is one of the earliest theories of
motivation within the research field. This theory emphasizes the fact that lower level
needs must be met prior to meeting higher level needs. These needs are drivers of
behavior, as individuals are motivated in a way that meets their needs.
The first level of needs that should be satisfied involves physiological needs.
These needs are basic and necessary for survival and include food, water, reproduction,
sleeping, and elimination of waste. The next level of needs consists of aspects requiring
safety. This may come in the form of stability and includes but is not limited to financial
security, job security, and stable housing. This need is satisfied when one no longer
stresses about the stability of these aspects. The lower two levels are more focused on
materialistic needs of an individual, as those who are financially stable have the ability to
meet these needs.
Maslow’s (1954) third level within the hierarchy involves belongingness needs.
Belongingness refers to the need for individuals to build relationships among others
within and outside their familial ties. The fourth level within the hierarchy incorporates
esteem needs. This level supports the need for individuals to succeed and achieve in a
way that boosts confidence and competence. This level also includes being recognized as
having achieved something. The last and final need within the hierarchy is one very few
people reach, self-actualization. Self-actualization is a period in which one has reached
his/her fullest potential. This includes an increased level of creativity in addition to
making contributions to society for the greater good. Maslow (1962) indicated self-
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actualization could be measured through peak experiences in which one feels euphoria. In
regard to self-actualization, Maslow stated the following:
The clear emergence of these needs rests upon prior satisfaction of the
physiological, safety, love and esteem needs. We shall call people who are
satisfied in these needs, basically satisfied people, and it is from these that
we may expect the fullest (and healthiest) creativeness. Since, in our
society, basically satisfied people are the exception, we do not know much
about self-actualization, either experimentally or clinically. It remains a
challenging problem for research. (1943, p. 383)
Maslow (1954) argued one is unable to begin striving to reach higher need levels
when lower need levels have not been met, as issues pertaining to those lower level needs
will arise. While initially Maslow emphasized the inflexible nature of his structure, he
later acknowledged the hierarchy is not nearly as rigid as he initially insisted, noting the
order may be more flexible based on external circumstances and situations (1987). He
advised behavior has the ability to be motivated by many needs and stated, “Any
behavior tends to be determined by several or all of the basic needs simultaneously rather
than by only one of them” (1987, p. 71).
Maslow later developed a modified hierarchy that included cognitive and
aesthetic needs (Maslow, 1970a) and transcendence needs (Maslow, 1970b). Cognitive
needs include knowledge, understanding, and curiosity. This level also includes the need
for individuals’ lives to have meaning and predictability. Aesthetic needs focus on the
need for beauty, form, and balance in a way that satisfies one’s imagery. Last,
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transcendence needs are the highest achieved needs within the hierarchy because they
focus on a more holistic level of one’s consciousness.
Maslow’s theory of motivation pursuant to the hierarchy of needs is a concept that
has been utilized worldwide and in various professions in order to gauge an
understanding of how individuals are motivated. While Maslow acknowledged the
hierarchy is more flexible than once suggested, he emphasized individuals strive to seek
fulfillment through personal growth. When lower level needs are met, one may fully
experience self-actualization (Maslow, 1954).
Alderfer’s ERG Theory
Alderfer’s ERG theory (1972) focuses on the desires and satisfactions one
receives within the workplace, noting the relationship between satisfaction and desire is
instantaneous. If one is aware of whether their needs are being satisfied, their desires are
adjusted accordingly. Alderfer noted all individuals possess each need; however, the level
of strength of each need differs. He credited Maslow’s theory of needs as a fundamental
part of his own theory; however, he noted their theories differed regarding the categories
of needs and how such needs are defined, as well as the extent that the needs hierarchy is
fixed in the lives of individuals. As previously noted, Maslow (1954) emphasized one
need must be met before an individual is able to pursue the next need in the hierarchy.
Alderfer discussed the difference between primary and secondary needs within the
individual, noting primary needs are innate and biologically or physiologically rooted
within each individual, whereas secondary needs are learned or acquired as a result of
one’s experiences.
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The ERG theory (1972) encompasses existence, relatedness, and growth needs
relating to subjective feelings of desire and satisfaction. According to Alderfer, these are
primary needs that may be strengthened through learning. He noted satisfaction refers to
the “internal state of a person who has obtained what he was seeking . . .” (p. 7). On the
contrary, desires refer to an internal state of preference and wants that have the ability to
determine the strength, intensity, and motive of the need. Due to the high level of
subjectivity pertaining to individual desires, the ability to accurately measure this variable
may be difficult. Alderfer distinguished two types of desires: episodic and chronic.
Episodic desires are specified and fluid. They are based on different situations, while
chronic desires differ in degree and can be characterized as the state of an individual.
Chronic desires are products of episodic behaviors and learned experiences. Satisfactions
and desires form the concept of need. When these needs are unmet, individuals are likely
to experience frustration.
“Existence needs reflect a person’s requirement for material and energy exchange
and for the need to reach and maintain a homeostatic equilibrium with regard to the
provision of certain material substances” (Alderfer, 1972, p. 9). These needs are the most
concrete and easiest to verify, focusing on material and physiological needs within the
organization, including pay, benefits, and working conditions (safety). Alderfer noted
one’s satisfaction is based on the comparison to that of others. Existence needs have the
ability to promote a win-lose feeling among individuals if resources become limited.
When a scarcity of materials exists, those with high chronic needs will obtain less of their
desires than a person who has low chronic needs for the existence needs. When the
existence materials are adequate, satisfaction will be the same for those with high and
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low chronic needs within this area. Alderfer suggested those less satisfied seek desires
more; and those individuals are always less satisfied, as they are said to become fixated
on the acquisition of material goods.
“Relatedness needs acknowledge that a person is not a self-contained unit but
must engage in transactions with his human environment” (Alderfer, 1972, p. 9). This
need focuses on the significance of building relationship ties with others. This need is
satisfied when individuals are able to share their thoughts and feelings with others and, in
return, receive that same level of openness from others. When this mutual relationship
fails to exist, a level of disconnect and distance forms between the individuals. This need
encompasses elements of acceptance, understanding, and influence of others. Those with
high chronic relatedness needs may have difficulty in achieving this satisfaction due to
others being unable to fully reciprocate the level of expression received by the individual.
Conversely, individuals with low chronic relatedness needs often struggle to achieve
satisfaction of this need due to their lack of devotion in establishing and building
relationships. Those who lack satisfaction of this need will continue seeking obtainment
by some other means. This includes an individual transferring their effort of establishing
a relationship with one to establishing it with someone else. Relatedness needs are less
concrete than existence needs but more concrete than growth needs.
“Growth needs emerge from the tendency of open systems to increase in internal
order and differentiation over time as a consequence of going beyond steady states and
interacting with the environment” (Alderfer, 1972, p. 9). These growth needs call for one
to be creative and productive within their environment to the extent that they reach their
fullest potential. By satisfying this need, individuals are able to feel they have reached
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their best self. Those who excel in one setting strive to grow within other settings to
continuously develop their skills and talents. These needs are the least concrete, as they
can be identified only by the individual as being fully satisfied or not. It should be noted
not all environments allow for these needs to be satisfied, as many jobs do not offer high
levels of stimulation or varying degrees of challenge. As such, the environment must
offer the choice for the individual to satisfy this need. In comparison with those high in
existence needs, those who continuously desire growth needs are satisfied.
Alderfer (1972) suggested when individuals are unable to satisfy a need, the
concept of frustration regression occurs. This involves the individuals desiring to obtain a
need they recognize as being more concrete due to their inability to obtain the less
concrete need. In doing so, one attempts to find an alternative source of satisfaction. One
example involves individuals who fail to satisfy their relatedness need. When this occurs,
one may focus more on material substances acquired through the existence need in order
to initiate a connection with others. Alderfer’s ERG theory suggests individuals have
more energy to focus on less concrete needs as more concrete needs are satisfied.
In summation, for complete motivation, employees must feel satisfaction within
all three areas of the ERG theory. To boost motivation, leadership should attempt to
satisfy all needs in order to prevent the occurrence of frustration regression. Employees
should feel safe, be paid appropriately, have positive relationships among peers and
managers, and provide an environment that facilitates growth.
McClelland’s Theory of Needs
David McClelland’s theory of motivation consists of four major motive systems
that are developed from natural incentives (1987). These motives include the

27

achievement motive, the power motive, the affiliative motive, and the avoidance motive.
According to McClelland (1987), a motive is “a recurrent concern for a goal state based
on a natural incentive–a concern that energizes, orients, and selects behavior” (p. 590). In
generalized terms, motives are consistent thoughts about the outcomes of certain acts
derived from natural incentives. These natural incentives are innate (as indicated by
emotional responses early in childhood) and triggered by certain stimuli producing a
pleasant or unpleasant effect that leads to learned responses. These responses allow
individuals to seek out or avoid situations. This has led some theorists to believe all
motives are centered around tension reduction or avoiding pain. McClelland argued those
theories focused only on an aspect of motives, not its entirety. Various characteristics are
associated with being natural incentives: the variety incentive, impact incentive, contact
incentive, and the consistency incentive.
-

Variety incentive: humans and animals alike seek a moderate amount of
novelty in order to avoid boredom and lack of interest.

-

Impact incentive: humans experience satisfaction from having an impact on
their environment.

-

Contact incentive: Humans receive gratification from contact with others.

-

Consistency incentive: While variety is important, humans also seek a sense of
consistency to avoid conflict and conform to social norms and expectations.

These natural incentives are tied to emotional responses which have the ability to
influence behavior.
McClelland (1987) discussed that motives are thought to be learned through
experience and are triggered by certain cues based on an individual’s primary motive
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system. The motivational sequence consists of demands, incentives, motive dispositions,
and aroused motivation. The demand aspect involves biological or social cues that elicit
incentives and ultimately result in motivated behaviors. It is noteworthy to mention
demands do not always guarantee responses. The demands must incentivize an
individuals’ motive complex with such a strength that one feels motivated to respond.
As indicated previously, incentives involve characteristics that emotionally arouse
individuals in a way that causes one to seek out or avoid situations due to having positive
or negative outcomes. Having an incentive results in a cued motive disposition, which is
described as “representing individual differences in the strength of anticipatory goal
states or the networks of associations built up around natural incentives” (McClelland,
1987, p. 183). The amount of satisfaction one foresees from accomplishing a goal is
heavily correlated with the strength of the motive disposition. This strength of the motive
disposition also impacts how quickly one is able to learn. Motive dispositions are said to
drive, orient, and select behavior, resulting in an aroused motivation. In this final step of
the sequence, individuals respond in ways that are consistent with their values, skills, and
expectations to satisfy the goal initially aroused by their motive disposition.
McClelland (1987) noted motive dispositions are the underlying determinants in
understanding the motivational sequence and recognizing how individuals respond to
certain cues and/or incentives. Each motive system is driven by different cues and/or
incentives that result in relatively different behavioral outcomes.
McClelland (1987) moved further to discuss the achievement motive is the most
widely acknowledged and researched system. Individuals who are motivated by
achievement are characterized by their willingness to succeed, as evidenced by their
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increase in attention toward cues relating to improving performance. These individuals
are thought to be innovative and prefer moderately difficult tasks because easy tasks
become boring; tasks that are too difficult are impossible. Moderately difficult tasks
allow for the constant measurement of performance. Individuals belonging to this system
also thrive on feedback. It should be noted performance peaks only when the
achievement incentive (the ability to do something better for one’s intrinsic satisfaction)
is present. Other incentives such as pleasing the experimenter, being paid to complete
tasks, given time off from work, and being demanded to complete a task do not allow for
higher levels of performance within this group of individuals. In fact, these incentives
have been found to decrease performance for those motivated by achievement (Deci,
1975). McClelland also pointed out individuals within the achievement system are not
incentivized by pay. Instead, pay levels are measurements of success. In summation, the
achievement motive is thought to have very beneficial components for society, as it is
directly linked to positive workplace experiences and overall economic growth.
McClelland (1987) identified the second motive system as the power motive. This
system characterizes the individual’s need for power, aggression, and control. While it
may be assumed that those who are motivated by power normally exhibit negative
behavior, this does not always hold true because behavior is the product of values, habits,
and skills. This can be observed in gender and maturity differences. Regarding gender,
men who are less educated show higher levels of power motive, while the opposite is true
for women. A woman who is more educated likely has a stronger power motive.
However, due to social norms and societal expectations, women are more likely to
attempt to conceal characteristics that resemble aggression or assertiveness. Women have
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been found to act more responsibly, while men tend to be more impulsive and careless
(Winter, 1988).
Regarding maturity, McClelland (1987) discussed that behaviors typically change
as one matures, becomes more aware, and shows higher levels of inhibition. Those with
high power scores, low affiliation scores, and high activity inhibition fall under the
Leadership Motive Syndrome. Men characterized under this syndrome are suggested to
be the best leaders who lead successful organizations. These individuals are focused on
the success of the organization, have little concern about how others feel toward them but
still manage to express altruism, exhibit discipline and self-control, enjoy working, and
strive to influence others. On the opposite end of the spectrum are individuals who are
categorized under the Don Juan Syndrome. These individuals display high levels of
power, low levels of affiliation, and low levels of activity inhibition. The most obvious
difference between this syndrome and the Leadership Motive Syndrome is the level of
inhibition, which is a powerful determinant of the way in which the power motive
expresses itself. Those characterized as having the Don Juan Syndrome are found to have
conflicting relationship issues (Stewart & Rubin, 1976), are considered to be managers
who are not as effective (McClelland & Burnham, 1976), and are typically more
impulsive and aggressive than their counterparts (Rothman et al., 1977). Individuals who
display higher levels of power show dominance within the right hemisphere of the brain
(Ley & Bryden, 1982), learn power-related material at a quicker rate (McClelland et al.,
1980), and recall more peak experiences in life that involve characteristics of the power
motive (McAdams,1982). These individuals also enjoy competition, collecting material
possessions that symbolize prestige and power, and work extremely hard to obtain good
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grades and accolades. A negative aspect of this motive system is the impact on physical
health. The power motive syndrome has been linked to issues with high blood pressure
and impaired immune systems mostly as a result of stress (McClelland et al., 1980).
The third motivation system is referred to as the affiliative motive (McClelland,
1987). This system is composed of the need of being with others, as gratification is
received when contact is present. This includes fitting in with others, being accepted,
experiencing love and happiness, and maintaining interpersonal relationships. Atkinson
and Raphelson (1956) found individuals within this system thrive when the task is to
please someone (or make them happy with their results). The least is known about this
system, as McClelland (1987) discussed that this system can easily be associated with the
fear of rejection (the avoidance motive). These individuals are characterized as being
warm, sincere, and caring. However, one major drawback is the continuous worry of
what others think/feel about them; the continuous need for reassurance can lead to the
opposite of what is desired…rejection. These individuals are thought to be great
employee relations managers because their focus is on bringing the team together;
however, they do not typically excel in other areas of leadership, as they tend to avoid
conflict and competition as often as they are able. In addition, individuals high in
affiliation typically do not consort with individuals with views that conflict with their
own. While the affiliation motive system has not been found to produce effective
organizational leaders, McClelland noted individuals motivated by affiliation are found to
be great helpers, have several close friendships, and tend to be physically healthier.
Last, McClelland (1987) discussed the avoidance motive. This system describes
individuals who are substantially more focused on avoiding discomfort and/or anxiety

32

producing feelings and situations. Individuals experiencing high levels of anxiety tend to
display higher levels of motivation and have been found to learn easier material faster
than others, but they typically avoid tasks that are assumed to be too difficult. These
individuals also tend to learn quicker ways to reduce their anxiety than others. One
common anxiety provoking theme among individuals is the fear of failure. Individuals
can be consumed with thoughts and fears of whether they are performing well, especially
on tasks that are presumed to be simple, because this may lead to negative judgment by
others. Contrary to this finding, individuals perform at higher levels and feel they are
successfully completing a task (Weiner, 1966).
Individuals also have been found to perform better when moderately difficult
goals are set. Studies also have found anxiety tied to fear of success. This is more
common in White women and Black males who do not want to be negatively judged
based on their accomplishments, especially if those accomplishments surpass those of
their counterparts (Horner, 1968). This does not hold true for Black women because they
expect praise and rewards as a result of their accomplishments (Fleming, 1974). As the
researcher, it is questionable how much these findings hold true currently due to the
antiquity of their research. Last, anxiety has been linked to the fear of power among
certain individuals. This fear relates to one being hesitant to express or display assertive
or aggressive behaviors. These individuals report the need and desire for autonomy,
typically believe in a higher power, and avoid competitive situations. While McClelland
(1987) discussed other fears, he noted more research is needed in those areas.
McClelland’s (1987) research on human motivation attempted to outline the way
in which individuals are motivated and how this results in various behaviors in
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individuals. Each motive system has its strengths and weaknesses; however, much of the
focus centers around the achievement and power motive systems in terms of the
organization. The best leaders have been found to be motivated by achievement or power.
McClelland stated, “high Achievement levels in companies, as in nations and in
individuals, lead to more entrepreneurial behavior and better economic performance
later” (McClelland, 1987, p. 456). While individuals motivated by achievement typically
excel within leadership positions, they generally reach a glass ceiling once they are at the
point in which the focus is less about their work and more about influencing others. For
this reason, individuals motivated by power typically reach the highest ranks and
successfully lead within their organization more often than others. Motives drive, orient,
and select behavior when values and skills are aligned. If organizations genuinely wish
for their employees to perform at their peak, they must determine what motivates them.
Herzberg’s Two-Factor Theory
In an attempt to understand what contributes to employee motivation and
fulfillment, Herzberg et al. (1993) examined the attitudes and feelings of employees and
how these factors impacted the companies. This qualitative study included 203
accountants and engineers who were employed at one of nine companies in Pittsburgh,
Pennsylvania. By measuring morale, Herzberg et al. anticipated discovering what
employees want from their jobs. Two major themes developed: job satisfaction and job
dissatisfaction. Of these two categories, the authors looked at first-level factors, secondlevel factors, and their effects on the individual and the workplace based on in-depth
interviews that followed a specified sequence of events.
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First-level factors involved the concrete events or situations that were reported as
having been experienced by the participants and led to the individual having positive or
negative feelings about their job. Second-level factors focused on needs, motives, and
perceptions, which ultimately led to generalized feelings experienced by the employee.
These experiences and feelings were then broken down into six basic groups of short- and
long-range sequences based on the duration of events identified and their direction (high
or low feelings). This was a vital part of the study, and Herzberg et al. (1993) searched
for factors that had lasting impacts on the employees. It should be noted, it was found that
all long-range sequences were considered to have a long duration of feelings.
Based upon the interviews conducted, Herzberg et al. (1993) identified the
following themes as meeting the criteria established for first-level factors (concrete
events or situations):
-

Recognition: The receiving of recognition, praise, or blame from another
individual. This recognition could be received from a peer, supervisor, client,
or the general public. This could also include situations that were not verbal
but were received as a form of recognition.

-

Achievement: The successful completion or lack of success with completing
the tasks or meeting the goals set out for one’s job.

-

Possibility of growth: The likelihood that one is able to rise within the ranks
of their organization/company and/or advance their skills.

-

Advancement: An upward change of status within one’s job.

-

Salary: Compensation received for working.
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-

Interpersonal relationships: Positive or negative interactions between an
employee and their peers, superiors, and subordinates.

-

Technical supervision: The degree to which employees feel their immediate
supervisor is competent and fair.

-

Responsibility: The degree to which employees are given new responsibilities
within their work setting.

-

Company policy and administration: The overall strengths and weaknesses
pertaining to organization, management, and policies of the company.

-

Working conditions: The physical conditions of work, workload, and/or
environment provided in which to complete work.

-

Work itself: The actual doing of the job. The attempting to complete tasks
necessary to fulfill expectations.

-

Factors in personal life: Ways in which the job impacts an employee’s life to
an extent that positive or negative feelings are created.

-

Status: The positive or negative feelings experienced as a result of an
employee’s status within the job.

-

Job security: The stability or instability of a company that leads to positive or
negative feelings regarding job security.

At the conclusion of the interviews, the researchers were able to identify multiple themes
that emerged as possible effects resulting from the first- and second-level factors. The
following categories were identified:
-

Performance effects: Participants identified situations that impacted their
performance at work that caused them to either work better or poorer than
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typical, at a faster or slower rate than typical, and/or produce a different
quality of work than typical.
-

Turnover effects: Participants quit their job, considered quitting their job,
actively sought out other jobs, or did not accept job offers elsewhere as a
result of positive or negative feelings toward their current job.

-

Mental health effects: The positive and negative effects of job situations on
participants. This includes psychosomatic effects, physiological changes, and
anxious states.

-

Effects on interpersonal relationships: The building or degrading of
relationships between the participants and those around them.

-

Attitudinal effects: The way in which positive or negative feelings about the
job changed the attitude of the participant.

The results of this study revealed surprising findings. Herzberg et al. (1993)
indicated the workplace has motivating factors as well as hygiene factors. The motivating
factors are those which positively correlate with high levels of job satisfaction when
present and job dissatisfaction when absent. Hygiene factors are considered to be factors
that play a vital role in preventing dissatisfaction; however, these factors do not
necessarily contribute to job satisfaction. When present, hygiene factors are said to have a
neutral impact.
The factors reported in having high-frequency (positive experiences/feelings)
stories involved aspects of the job itself. Achievement was the most frequently appearing
factor that accompanied positive job attitudes and referred to successfully completing the
job. Recognition was the second factor that appeared most often in frequency relating to
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positive job attitudes. Employees received great satisfaction from being acknowledged
for the work they had done. The other three factors–the work itself, being given
responsibilities, and having opportunities for advancement–also appeared in the role of
increasing job satisfaction. Participants reported being intrinsically satisfied by the work
they did, as it was not monotonous or routine. They described their work as having
meaning. Being given responsibilities went hand-in-hand with having autonomy.
Participants reported higher levels of satisfaction when they were entrusted with tasks
without having direct supervision (Herzberg et al., 1993).
Last, advancement increased the level of job satisfaction, as it often showed a
level of growth, achievement, and included more responsibilities. Participants who
discussed advancement indicated their level of loyalty for the company also increased. Of
note, experiences and situations that led to feelings of job satisfaction had the tendency to
have long-lasting impacts on the employer regardless of how minimal (long or short
range). Responsibility, advancement, and the work itself had the most lasting impacts,
which positively related to improving job effectiveness. Achievement and recognition
were noted to be short-term satisfiers. Age and education were indicators of the level of
importance of certain satisfiers. Recognition was cited more often as a satisfier by those
with higher levels of achievement, while achievement was cited more often by older
participants (Herzberg et al., 1993).
The factors reported in low-frequency (negative experiences/feelings) narratives
involved the context in which the job was done. This included working conditions,
interpersonal relationships, supervision, company policies and administration, effects on
the worker’s personal life, job security, and salary. Company policy and administration
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stood out as being the most frequently reported factor that led to having feelings of job
dissatisfaction. This included aspects involving the company being inefficient and
ineffective. Many participants described environments that consisted of power struggles
and poor communication. This factor also involved policies that were not considered fair
regarding salary and lack of appreciation for merit in comparison to education. Technical
supervision was the next leading factor and largely consisted of employees feeling as
though their supervisors were not competent enough to hold the position they held. As a
result, relationships were reported as being strained between employees and management.
Lack of recognition also was commonly reported, as participants disclosed not feeling
appreciated or acknowledged for work completed. Participants also complained of feeling
their strengths and creativity could not be utilized, as they were treated as just another
number, and many complained of not having enough work to fill the full working day.
The feelings of unfairness and of blocked growth were the most frequently reported
second-level factors leading to job dissatisfaction and long-term negative feelings toward
the job. Employees emphasized the need to feel they could grow within the company
(Herzberg et al., 1993).
Aside from the other factors listed, the most controversial factor has yet to be
discussed. For decades, Herzberg et al. (1993) discussed that organizations and
companies alike assumed money was the most important motivator for an employee. It
was the assumption that regardless of anything else, employees would stay so long as the
pay was sufficient. As research progressed, time has passed and expectations of
employees have changed, Herzberg emphasized financial compensation is not the most
important factor in a job. Salary occurs in both high and low frequencies. For high
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frequencies, salary is related to that which follows achievement as a form of recognition.
For low frequencies, salary revolves around the feeling the company is being unfair.
Findings from this study concluded salary is more often tied to dissatisfaction than to
satisfaction.
As a result of the first- and second-level factors, performance effects, turnover
effects, and mental health effects were the most commonly reported factors among
participants. Productivity was strongly related to the attitude one has toward their job.
When one’s attitude changes, the performance of their work also changes. Negative
attitudes lead to employees quitting, looking for jobs, or having thoughts of quitting,
while positive attitudes lead to more commitment to remain with the job even when other
offers were available and/or presented to them. Having a positive attitude about one’s job
leads to a sense of loyalty and commitment to stay regardless of perks potentially
available elsewhere. The negative impact on the worker’s well-being was one of the most
noted impacts of a negative job attitude (Herzberg et al., 1993).
Critics of the two-factor theory often discuss Herzberg’s emphasis on job
satisfaction and dissatisfaction, opposed to motivation, and question the validity of the
study. Research has even gone so far as to suggest there are not two independent factors
(motivation and hygiene) present (Porter et al., 2003). However, his work has been
fundamental in addressing issues within the workplace and has led to more research
within this field and is still being modeled in organizations today (Porter et al., 2003).
In summary, Herzberg et al. (1993) theorized two essential factors should garner
the attention of employers. Those within leadership positions should understand the
factors that tend to be motivators and the factors that should be present in order to prevent
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dissatisfaction. Many factors can be the source of dissatisfaction, but only a few can bring
about job satisfaction. As such, employers must constantly and consistently ensure the
issues are being addressed in order to lead to a more positive and productive cultural
climate.
Vroom’s Expectancy Theory
Victor Vroom (1964) identified five reasons individuals work. He indicated being
employed provides income, allows for the expenditure of mental and/or physical energy,
allows individuals to contribute to the production of goods and services, allows for social
interaction, and determines social status. In order to ensure peak performance, employers
must understand the factors that play a role. Vroom emphasized performance is based on
skill, personality, knowledge, experience, and the abilities of the employee. These factors
work together to impact an employee’s level of motivation. Valence, expectancy, and
instrumentality must be present for an individual to feel motivated to perform in a way
that positively benefits the organization. Performance has been found to suffer if any of
the factors are absent in the employee’s belief system.
Vroom (1964) defined valence as “affective orientations toward particular
outcomes” (p. 18). An outcome is positively valent when it is preferred and not opposed.
A neutral valence refers to outcomes that appear to be indifferent, and a negative valence
is an outcome that has no attraction to the individual. In summation, valence is vital in
increasing an individual’s motivation; however, in order to increase valence, one must
first understand the values, needs, and goals for those targeted. Without the
understanding of those three aspects, employers may mistakenly resort to the “one size
fits all” reward system, which assumes one reward has the same value for all employees.
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This system can be seen in organizations that solely rely on a monetary reward system.
While some employees may feel raises and pay are adequate rewards, others may value
recognition or vacation time instead. It should be noted employees may be motivated by
intrinsic rewards such as achievement or self-fulfillment, as not all values focus solely on
extrinsic rewards.
Vroom (1964) further defined expectancy as “a momentary belief concerning the
likelihood that a particular act will be followed by a particular outcome” (p. 20). The idea
of expectancy asserts the belief that increasing effort results in an increased level of
performance. In order for this assertion to hold true, one must have the necessary
resources to complete the job effectively in conjunction with an appropriate level of
knowledge and skills. Expectancy also can be impacted by an individual’s past
experiences, level of self-confidence, and perception of the level of difficulty of the job.
Support from others also is a critical aspect in ensuring effort and performance increase
simultaneously. Valence and expectancies integrate in the decision-making process of an
individual for a behavioral choice and/or action.
Last, Vroom (1964) described instrumentality as an individual’s belief their good
results will lead to a reward. These expected outcomes must align with their values in
order to stimulate motivation, and the outcomes must be specified and clear-cut.
Organizations that fail to differentiate outcomes based on performance will decrease an
individual’s instrumentality, as it communicates performance levels are not determinants
of rewards. At the same time, employers must reward performance when they have
communicated that an employee has met or surpassed expectations, as failure to follow
through also has the ability to decrease instrumentality. Ideally, if an employee values a
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potential outcome and believes increasing their performance will help to obtain that
outcome, motivation will increase as long as the expected reward is received. This
increased level of motivation will ultimately increase performance.
Vroom (1964) identifies two assumptions that support the roles of ability and
motivation as joint determinants of performance. The first assumption states performance
is a direct result of one’s ability to perform a task, and the second assumption focuses on
performance being the result of an individual’s personal motives and level of satisfaction
within the work environment. Vroom identified several factors that have been found to
impact satisfaction. This includes supervision, the work group, job content, wages,
promotional opportunities, and hours of work. He elucidated the difference between
satisfaction and motivation while also distinguishing the way in which they may become
interrelated. Vroom noted while some factors appear to increase both aspects within the
workplace, satisfaction examines the level of valence for the job itself, while motivation
focuses on how the level of performance aligns with the valence of expected
performance.
Vroom has maintained an employee’s level of performance is a product of the
interaction between ability and motivation to complete a job (1964). Vroom defined
ability as the “potential for performing some tasks that may or may not be used” (1964, p.
231). This is not what an individual does, but more so the capability of what they can do.
Employees must be able to discriminate between stimuli requiring different responses, be
knowledgeable of the correct response to each stimulus, and have the capacity to execute
the correct response. The three situations appropriately measure an employee’s ability.
Individuals high in ability and high in motivation have been found to perform greater
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than individuals who have less ability and/or motivation. This can be observed in the
following formula:
Performance = ƒ(Ability * Motivation)
With the formula in mind, Vroom (1964) adopted the idea from several
researchers that performance does not continue to increase as motivation increases.
Instead, he suggested the model is most similar to an inverted U function for which
motivation and performance initially have a positive correlation but eventually are
negatively correlated because performance tends to suffer under extremely high levels of
motivation. Vroom identified two assumptions to explain this theory. The first
assumption is that of Tolman (1948) stating highly motivated individuals may suffer
cognitively, as they are so focused on attending only to cues that he/she expects they will
be of use in goal attainment. This can lead to an individual blocking out other things that
may have been of use and ultimately impact performance. The second assumption
implies that high levels of motivation result in stressors causing an intense and anxious
emotional state. This high level of motivation may elicit feelings relating to fear of
failure. As a result of the altered state, performance may diminish.
In looking at factors that impact an individual’s motivation, Vroom identified
supervision, work group, job content, wages, and promotional opportunities as
determinants. These determinants have an impact on an individual’s performance level.
In exploring the aspects of supervision, Vroom emphasized supervisors play a crucial
role in the level of productivity within their immediate work group. He discussed the
importance of consideration for employees and influence in decision making being
attributes of increased productivity. In the majority of situations, employees respond
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more positively toward supervisors who take interest in them, support them, and are more
helpful than punitive. However, praises and support should be mostly in response to
effective performance; otherwise, these traits may not be effective. Productivity also has
been found to increase when employees have input on decisions that impact them, as they
are more apt to meet the expectations for which they have helped to establish (Vroom,
1964).
The work group consists of exploring social facilitation and group norms. Allport
(1920) theorized individuals perform at higher levels when accompanied by their
coworkers. Vroom equated this to the competitive nature of individuals to want to
perform at their best and potentially outperform their peers. Group norms have the
potential to impact productivity in a positive or negative way. If the overall expectation
for the group is to perform exceptionally, group members who fail to do so may be
outcast. This can work in the same manner for groups who choose to meet minimal
expectations. Individuals who try to exceed that expectation also may be rejected, as
groups who are cohesive tend to have a strong influence for all involved (Vroom, 1964).
Vroom (1964) then dissected ways in which job content motivates individuals
within the workplace. He examined specializations, knowledge of results, psychological
versus actual job content, the extent to which the task requires valued abilities, the extent
to which the task requires possessed abilities, and success and failure in work
performance. Specializations have the potential to positively or negatively impact
performance. While specializations have the ability to allow for the most distinguished
employees to perform in an area that best fits their skills and abilities, specializations may
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also lead to feelings of boredom and burnout, as individuals are focused only on one area
of expertise.
Knowledge of results has been found to be a vital aspect of productivity because it
informs individuals how they are performing and whether their performance meets
expectations. This is widely known as feedback within the workplace. Vroom maintained
if an individual is aware of how they are performing in comparison to their expectation,
performance increases because the individual may experience arousal when performing
adequately. He noted the importance for individuals to receive feedback as they are
performing, as this allows them to alter their performance during the process of task
completion. Employees also may increase correct performances and decrease incorrect
performances as they learn that correct performances result in rewards, while incorrect
performances result in a sense of punishment. Last, individuals may increase their
valence toward successfully performing, as the feedback motivates them to perform more
effectively (Vroom, 1964).
In exploring the extent to which the task requires valued abilities, Vroom (1964)
indicated individuals perform more effectively when they believe the task at hand
measures abilities they value and possess. He used the example of tasks given to those
who value achievement. If individuals receive achievement-oriented tasks, they are likely
to perform better than those who do not value achievement because individuals are
motivated by tasks that align with their perceived abilities.
When one has learned they have performed successfully or unsuccessfully, their
level of motivation is impacted. Vroom summarized the impact failure may have in
decreasing motivation if an individual feels they do not possess the appropriate skills or
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abilities to perform the task at hand. However, if the individual believes their lack of
success can be attributed to lack of effort, motivation is likely to increase in order to
obtain a successful result. In the same token, if one succeeds at a task, they may feel
motivated to continue to strive for success, or they may believe they have the ability to
slack off and still perform adequately (Vroom, 1964).
In analyzing how wages impact motivation, Vroom (1964) discussed that
employers typically attempt to motivate employees to perform at a satisfactory level with
wage incentives. He opposed the idea of higher pay equating to higher levels of
motivation and, instead, focused on the feeling of equity regarding pay in the eyes of the
employee in comparison to their peers. Vroom theorized workers are motivated at higher
levels when they feel their pay is a reflection of their qualifications and performance
levels. If there is an imbalance, motivation is impacted. It should be noted, however,
higher pay may motivate individuals differently if money is of significant value to them
(Vroom, 1964).
Last, Vroom (1964) identified promotional opportunities as a determinant of
motivation because promotions and advancement are of great importance in American
society. Vroom discussed findings indicating the relationship between promotions based
on performance in comparison to those that rely on the buddy system, as the former is
more likely to increase motivation and performance. Performance levels are indicative of
the extent to which workers believe their performance equates to reaching their goals of
receiving a promotion. It should be noted, not all employees strive for promotions, so
their performance is not a result of this aspiration.
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In summary, Vroom (1964) identified supervision, work group, job content,
wages, and promotional opportunities as motivational determinants within the workplace
and noted these determinants are a product of an individual’s intrinsic and extrinsic
values. He emphasized the importance for employers to understand performance is a
product of ability and motivation. In order for an organization to meet successful
performance expectations, they must hire individuals who possess abilities that align with
the needs of the job. They also must ensure to properly train and consistently provide
feedback regarding an employee’s performance in order to ensure employees have a
positive valence toward meeting desired expectations. Last, employers must understand
the value of their employees in order to ensure established rewards serve the purpose of
motivating to increase performance.
Locke’s Goal Setting Theory
The goal setting theory of motivation was developed by in 1990 to explain the
reason performance levels of some individuals exceed others within the workplace.
Locke and Latham (2013) updated this theory to incorporate additional findings and
discoveries since the development of the original theory. They identified three actionoriented mechanisms for which goals have the ability to influence higher performance:
direction, effort, and persistence. The goals must be relevant, of higher value so an
increased amount of effort is given, and performance must be accompanied with positive
feedback. This theory was formulated on the basis of two studies in which Locke (1967)
found individuals with difficult goals outperformed those with easier goals. The only
exception to this conclusion involved individuals who set goals that were beyond their
ability level. The second study found goals involving more specificity and higher levels
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of difficulty led to greater performance in comparison to those who fail to set goals or
establish goals that are vague and/or ambiguous (Locke et al., 1981). Locke and Latham
(2013) noted:
Nothing breeds succeeds like success. Conversely, nothing causes feelings
of despair like perpetual failure. A primary purpose of goal setting is to
increase the motivational level of the individual. But goal setting can have
precisely the opposite effect if it produces a yardstick that constantly
makes the individual feel inadequate. Consequently, the supervisor must
be on the lookout for unrealistic goals and be prepared to change them
when necessary. (p. 39)
Locke and Latham (2013) emphasized goal setting is a major determinant of
motivational levels and stems from biology. Goal setting is derived from the need to
survive and is altered based on experience. As such, goals are a primary source of
motivation. However, one must be cautious of the difficulty level of the goal. Those set
too low result in success; however, additional energy is not exerted, and motivation is
decreased. Of similar note, goals that are too high produce feelings of incompetence, fear
of failure, burnout, and lead to a lack of engagement. In summation, goals should be
difficult yet attainable. In order to ascertain the level of difficulty in setting a goal, much
goes into consideration.
Locke and Latham (2013) discussed content and intensity being two key
characteristics of goal setting. Content refers to the object or result desired; and intensity
refers to the importance of the goal to the individual, the effort needed to set the goal, and
the level of commitment in achieving said goal. Goals that are difficult and specific yield
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mechanisms (choice/attention, effort, persistence, and task strategies) that are
motivational for the individual. These goals result in specific actions driven toward
achieving said goal, increased effort depending on difficulty level, and continuous
persistence. Last, individuals must draw upon their knowledge and skill level to attain
their goals. Without the knowledge or skill, one must focus on doing their best as to
attaining a high goal in order to excel in performance.
Locke and Latham (2013) identified seven moderator variables attributed to goal
attainment and performance: ability, performance feedback, goal commitment, task
complexity, situational constraints/resources, personality, and goals and affect. Goals
may be self-set or assigned. While goals that are self-set may be effective, assigned goals
have been found to be more effective in increasing performance levels. Ability impacts
the type of goal an individual sets, as their ability must align with the goal they have in
mind. Otherwise, the difficult goal negatively impacts their performance. Performance
feedback is vital in performance because it allows the individual to ascertain whether
more effort or different approaches are necessary for attainment. If the feedback is
absent, irrelevant, or ignored, performance remains the same. In fact, individuals may
decrease their effort subsequent to receiving negative feedback or no feedback at all.
Goal commitment is another essential variable in goal attainment, as it impacts the level
of effort exerted by the individual. Those with higher levels of goal commitment have
been found to outperform those with low levels of commitment. The goal must be
important to the individual, and the individual must be confident the goal is attainable.
Employees are more inclined to comply with assigned goals when they are able to
understand what is being asked of them, believe they have the ability and skill to meet the
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goal, and feel the request aligns with organizational and personal interests. Those who are
supported by their supervisors and top management teams have been found to be more
committed and perform better than those who do not report this support (Anderson &
O’Reilly, 1981; Latham & Saari, 1979).
Locke and Latham (2013) reported performance is increased when individuals are
assigned their own goals in addition to group goals, as competition results in higher goals
being set with better outcomes being achieved. Having a goal that is public also leads to
increased levels of commitment and performance in comparison to goals that are set in
private. The authors added goal attainment should be accompanied by monetary rewards
if the goal is of moderate difficulty level; however, if the goal is of high difficulty, the
individual should be rewarded based on their progress. Last, self-efficacy and goal
intensity have been found to impact goal commitment, as one’s confidence to perform at
the desired level to produce outcomes has been linked to their commitment and
performance. Task complexity also has a positive relationship with goal performance
when tasks are understood and align with the skills and knowledge of the individual.
Locke and Latham (1990) reiterated in order for performance to excel, an individual must
have the necessary resources to accompany them.
An additional moderator variable of goal attainment and performance involves an
individual’s personality. Locke and Latham (2013) referenced the Adler and Weiss
(1988) suggestion that tasks must be structured and specific in order to limit the impact of
differing personalities. Last, affect strongly impacts goals and performance. Goal setting
has been found to reduce boredom and peak interest and purpose. The attainment of goals
results in high levels of personal satisfaction and feelings of accomplishment.
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These previously noted seven moderators combine to impact an individual’s
overall performance level when attempting to accomplish a goal or multiple goals at
once. When attempting to set goals, one must consistently consider all aspects noted, as
they ultimately impact an individual’s motivation and ability to achieve the established
goals.
Adams’ Equity Theory
J. Stacy Adams (1963) introduced the equity theory after being influenced by
Leon Festinger’s work on cognitive dissonance and George Homans’ ideas surrounding
social exchange theories. Adams’ theory of equity focuses on the relationship between
motivation and the perceived balance or imbalance of exchange among individuals and
groups. Adams’ idea indicated individuals look to build transactional relationships within
the workplace. Individuals expect to give something (inputs) in order to receive
something (outcomes) in exchange. Adams notes these inputs are perceived only by the
contributor and may include but are not limited to aspects such as education, experience,
age, gender, intelligence, social status, and effort expenditure. While pay often is
associated as an outcome within the workplace, Adams lists other variables that may
serve as rewards for inputs. In addition to pay, he included fringe benefits, status,
seniority benefits, and other formal and informal perks.
Adams (1963) also discussed the way in which recognition and relevance are of
particular importance when considering inputs and outputs. In order to be considered an
input, the attribute must be recognized by the possessor, the other individual engaged in
the exchange, or both. If the possessor fails to recognize the attribute, it cannot be
considered an input because the possessor must recognize and acknowledge the input as
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being something valuable and relevant in the relationship exchanged between others.
Without this recognition by the possessor, the issue of inequity is nonexistent. Just as
with inputs, outcomes must be recognized by the recipient (or both parties) as being
relevant and beneficial in order to be viewed as an outcome. Outcomes that have the
greatest marginal utility provide the most satisfaction to the employee.
When an imbalance of inputs and outcomes exists, inequity is believed to be
present (Adams, 1963). “Equity, balance, or reciprocity exists when outcome-input ratios
for the individual and the reference source are equal, and the motivating force of inequity
can arise when there is a departure either way from the steady source” (Miner, 2005, p.
136). According to Adams (1963), inequity is defined as follows: “Inequity exists for
Person whenever his perceived job inputs and/or outcomes stand psychologically in an
obverse relation to what he perceives are the inputs and/or outcomes of Other” (p. 424).
Inequity may take the form of being perceived as overrewarded or under rewarded and is
generally gauged by an individual’s comparison of their inputs and outcomes and that of
others. Adams noted the importance of addressing the perception of inequity, as it forms
the psychological feeling of inequity and is the product of one’s history, experiences, and
culture. Of note, work and monetary rewards are positively correlated within the
American culture.
According to Miner (2005), in the situation in which an imbalance is present, an
individual seeks to lessen the inequity by adjusting their inputs. Adams (1963) described
that this imbalance creates tension commensurate with the amount of perceived inequity
that is present. When an individual feels the outcomes are inadequate, they strive to
reduce this by altering their inputs. When the input is more favorable than the perceived
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output, they may begin to decrease their input by adjusting the quantity or quality of their
work production. The individual also may request increased outputs in the form of a pay
increase, promotional status, or by seeking other rewards. Employees also may attempt to
shift their outcomes in a way that helps to reduce the perceived inequities. This can be
accomplished by using cognitive distortions, leaving the field (through transferring or
increased absenteeism), and/or finding an alternative reference (someone to whom to
compare their equity). When the outcomes are more favorable, one is likely to increase
the quantity or quality of their inputs.
Adams’ equity theory looks heavily into the effects of pay and the relationship
with employee performance. Adams and Jacobsen (1964) explored the effects of wage
inequities with work performed being the input and pay being the outcome. In gauging
whether inequity exists, the authors described the way in which employees compare
themselves to others. If the employee receives the same or greater outcome than those
who have greater inputs, a feeling of cognitive dissonance may emerge. The employee
will then attempt to reduce the dissonance by increasing one’s own inputs, which may be
in the form of work quality (if the individual is paid by the piece) or work quantity (if
paid by the hour). A subsequent study conducted by Adams (1968) found individuals
may be motivated by different needs, such as the need for money, and this may outweigh
the negative impacts of inequity that result in poor production or lower quality of work.
Adams indicated:
As a function of the arousal and subsequent reduction of cognitive
dissonance, subjects who perceive that their comparative qualifications
(inputs) to earn a given piecework rate (outcomes) are low will produce
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better quality work than subjects who perceive that their comparative
qualifications to earn the same rate are good. (pp. 19-20)
Adams and Jacobsen (1964) conducted an experiment involving three variables:
high dissonance (not qualified but paid the same rate as qualified persons), reduced
dissonance (not qualified but paid a lower rate than qualified persons), and low
dissonance (fully qualified and paid respectively). Participants were then placed into two
groups and informed either (a) the job has the potential to be long-term; or (b) the job is
short-term, and they would no longer be needed after its completion. The assumption was
participants in the high dissonance group would experience feelings of insecurity, but
they would be motivated to produce quality work if there was the opportunity to be
employed again. The study found subjects’ work was not impacted by the thought of
whether their employment would be impacted; however, a significant finding was noted
regarding individuals placed in high dissonance groups. Those included in this group
were found to produce higher quality of work than those in the reduced dissonance and
low dissonance groups. It should be noted their productivity rates were lower, as they
spent more time on each task to ensure adequate quality. The study also concluded those
in the reduced dissonance group did not increase their work quality in order to receive the
full pay. Adams (1963) noted the threshold for inequity is higher for those
overcompensated than for those who perceive to be undercompensated.
Miner (2005) discussed the substantial contributions equity theory has made
within workplace practices regarding fairness, rewards, and social exchange. The
inequity theory has been tested by various scholars and found to be legitimate; however,
some discrepancies exist as to the research of being overrewarded. In summation, the
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equity theory forces employers to examine the relationships between themselves and their
employees in order to garner the most productive environment.
Emerging Themes
When analyzing research trends and data, it has been apparent several themes
arose as contributors of employee motivation. Ultimately, when employees are satisfied,
their motivation rises and performance increases. After discussing the works of many
fundamental theorists, it is now time to discuss other contributing theories and findings
relating to motivation and performance.
When assuming any role within an organization, scholars have found a
psychological contract (PC) emerges at the onset. Rossusseu (2001) described this as an
understanding of reciprocity in which an employee expends energy in meeting the goals
and mission of the organization in exchange for expected rewards (pay, promotional
opportunities, training, etc.). When these obligations are perceived as being met,
employees experience positive work attitudes (Conway et al., 2011) and perform more
favorably (Turnley et al., 2003). In fact, employees are likely to exceed expectational
performances when obligations are met in order to prevent losing said employment
(Kiazad et al., 2019). When employees perceive the employer is not up to par in meeting
the expectations, stronger emotions develop and work attitudes are negatively impacted
(Taylor, 1991). This theory heavily relates to Adams’ equity theory.
An additional theory discussing employee motivation and job performance is the
job embeddedness theory initially introduced by Mitchell et al. (2001). This theory holds
that employees are influenced by links, fit, and sacrifices. Individuals are linked to the
job by their formal and informal relationships built within the organization. Employees
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establish fit by assessing their compatibility and comfort within the organization, and
they examine their sacrifices by weighing how perceived costs of material and
psychological benefits would be lost if leaving the job. Those who exhibit stronger links
and organizational fit are more likely to stay and perform better, as their sacrifices
outweigh their reason to leave (Kiazad et al., 2019).
A plethora of literature exists theorizing employee motivation (Atkinson, 1964;
Herzberg, 1993; Locke & Latham, 2013; Maslow, 1954; Pinder, 1998; Ryan & Deci,
2000; Vroom, 1964). For the purpose of this research, an emphasis is placed only on the
fundamental theorists previously discussed, and the remainder of the review focuses on
themes that emerged during a review of additional literature specific to employee
motivation. These themes provide the foundation for the current study and survey
instrument utilized. The following themes emerged as contributors of employee
motivation: appreciation for work completed, work conditions, feeling in on things,
empowerment and autonomy, interesting work, good wages, relationships with
management, potential for growth, fair treatment, job security, work-life balance, and
clear goals/roles. The following paragraphs provide an overview of how these factors
contribute to an employee’s motivation, job satisfaction, and retention.
Appreciation for Work Completed
Appreciation has long been found to increase organizational commitment, as it
validates an employee’s competence (Vidic & Burton, 2011) and shows their work is
valued (Morrow, 2011). Being appreciated for the work completed in an organization has
steadily ranked as a top motivator for employees (Silverthorne, 1992). In a study
including over 1,200 employees, Silverthorne (1992) found appreciation was the highest-
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ranking motivator in 1977, as well as in the replica study conducted in 1991.
Appreciation may not always come in monetary form, as oftentimes employees only want
to be recognized for the work they do (Sirota et al., 2011). Certo (2000) indicated this is
the most inexpensive but valuable tool a leader can use when motivating an employee.
Lazear (2018) discussed how appreciation also may come in the form of rewards
and incentives. He noted that incentives can have a significant impact on performance.
Rajhans (2012) noted employers must be able to demonstrate how employees benefit
from the work they contribute within the organization. By providing incentives,
employers observe workers desiring to improve performance (Aisha, 2013). These
incentives may be in monetary form or may come in the form that elicits intrinsic
motivation; however, he noted compensation is vital in arousing motivation. This was
affirmed by the U.S. Merit Systems Protection Board (2017), which found many federal
employees reported several non-monetary rewards that encourage motivation; however,
the types of rewards must be of value to the employees.
Working Conditions
Working conditions have not always been a primary focus when recruiting
employees; however, conditions within the workplace have been found as crucial
elements for employee performance (Jimenez et al., 2017), as the conditions affect an
employee’s mental and physical well-being (Feldman et al., 2002). Aisha et al. (2013)
explained the way in which supervision, workload, organizational culture, facilities, and
the physical environment impact one’s working conditions.
In a sample consisting of 245 employees, Bashir et al. (2020) examined the
impact of working conditions and corroborated the notion that working conditions
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increase satisfaction, job motivation, and overall performance. Poor working conditions
contribute to absenteeism, lack of satisfaction, burnout, and lower performance levels
(Gulliver et al., 2003). In addition, poor working conditions are a leading factor for high
turnover rates (Mustafa & Ali, 2019).
It should be noted working conditions may have more influence on individuals
who receive a higher level of pay than those who are struggling to make ends meet.
Lazear (2018) provided an example noting that one who earns a six-figure salary may
prefer a $5,000 improvement in conditions versus that money being given to him/her as a
raise, whereas an individual who makes $25,000 per year likely would prefer the $5,000
raise over better working conditions because their needs differ. While needs differ,
research has found the physical environment of the workplace correlates with job
satisfaction (Djukic et al., 2010). Whether it be more sun exposure (Alimoglu &
Donmenz, 2005), how crowded areas are (Berry & Parish, 2008), or larger offices
(Janssen et al., 2001), the environment in which one works impacts their satisfaction.
Feeling in on Things
The self-determination theory discusses the relatedness needs of individuals and
their need to feel valued, respected, and desired by others (Ryan & Deci, 2000).
Individuals strive to form interpersonal relationships among their peers and to have the
feeling of belonging. These prosocial environments aid in performance. While feeling in
on things may involve something as simple as forming relationships with peers, it also
involves feeling included when decisions are being made within the organization. In fact,
many organizations have begun to allow employees to be involved in organizational
decisions as a way to increase job satisfaction, as this is of more importance for the newer
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generations than for the previous generations (Garcia et al., 2019; Harley et al., 2000;
Pacheco & Webber, 2016; Scott et al., 2003).
When leadership appears to be inclusive, an employee’s level of creativity and
innovation within the organization increase, as they are more motivated and engaged in
the work they produce (Carmeli et al., 2010). Grawitch et al. (2007) noted inclusive
environments that promote employee involvement increase satisfaction and significantly
impact an employee’s perception that they are employed in a healthy workplace. The
authors indicated these environments have the ability to decrease stress and promote
positive health outcomes. These environments also have the ability to reduce absenteeism
and turnover rates (Garcia et al., 2019).
Organizations involving a participatory-style approach allow workers to feel more
involved and committed to the organization’s goals and mission (Sirota et al., 2011). In a
study conducted by Gould-Williams and Davies (2005), involvement was found to be a
significant predictor of employee motivation, which may be due to their perception that
they are psychologically safe to take risks within their workplace without repercussions
(Carmeli et al., 2010). Kamery (2004) emphasized the relationship between involvement
and productivity within one’s organization, noting lack of involvement can suppress
motivation. This is due to an employee’s desire to be a contributing aspect of the
organization and feel their knowledge is respected and valued (De Cremer, 2002).
Empowerment and Autonomy
Deci and Ryan (2000) argued there are three basic psychological needs that must
be satisfied to promote human function. One of the needs is that of autonomy. The
authors noted an individual’s need to be causal agents of their own productivity. This
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autonomy produces behaviors that are not constrained or manipulated by superiors. Those
who are able to experience a more autonomous environment are found to have higher
levels of performance (Cerasoli et al., 2016), as the freedom of choice positively impacts
motivational consequences (Patall et al., 2008). In a meta-analysis involving over 11,937
resources, autonomy emerged as a moderate predictor of performance (Cerasoli et al.,
2016). When autonomy is constrained, employees may begin to feel less empowered and
become bored (U.S. Merit Systems Protection Board, 2017).
A positive relationship with management also consists of feeling supported and
empowered. When employees feel support from their superiors, they are likely to
experience less stress and be more empowered in their roles (Kiazad et al., 2019).
Psychological empowerment has been defined as “the increased intrinsic task motivation
manifested in cognitions that reflect an individual’s active orientation to his or her work
role” (Spreitzer, 1995, p. 1443). This empowerment invokes greater levels of investment
in the organization to which they belong (Kang & Stewart, 2006). In a study conducted
by Gould-Williams and Davies (2005), empowerment was found to be a significant
predictor of employee motivation.
Interesting Work
Eby et al. (1999) emphasized organizational commitment is enhanced when
employees find their work to be fulfilling and meaningful. This was corroborated by
Hackman and Oldham (1980), who suggested work should be designed in a way that
suits the employees, as well-designed work has the potential of increasing motivation
levels, commitment to the organization, and job involvement. As individuals age, the type
of work they perform becomes more and more important. Individuals are less focused on
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what they are making and more focused on whether the job is interesting to them
(Kovach, 1987).
In a study including 42,020 federal employees, the U.S. Merit Systems Protection
Board (2017) identified three characteristics of the workplace that contribute to federal
employees’ motivation: skill variety, task identity, and task significance. Employees are
more motivated when their roles consist of a wide range of use of their skills, abilities,
and knowledge, which increases the level of meaningfulness and value they hold for their
job. Employees also are more motivated when they have the ability to complete entire
tasks versus smaller or repetitive tasks. Most important, employees expend more effort
when the tasks assigned have significant value to the success of the organization’s goals
and mission.
Good Wages
Pay is one of the most thoroughly examined variables when looking at
extrinsically motivating employees (Judge et al., 2010). Pay also has been related to the
level of value an employee feels, as individuals feel their pay is a product of what they
contribute to the success of the organization (Gardner et al., 2004). According to Chen
and Hsieh (2015), those who seek out higher paying jobs are more motivated by the
material and social status aspects that come with having more money.
It should be noted the value of pay is based on the needs of the individual, as
Kovach (1987) discussed the negative correlation between increasing pay and motivation.
This can be found in a study conducted by Conrad et al. (2015) involving physicians.
According to the results, pay was not identified as a top motivator. The assumption was
physicians are paid well and are motivated more intrinsically. This also is the case for
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federal employees as individuals who work within public service jobs are found to be
more intrinsically motivated (U.S. Merit Systems Protection Board, 2017). Judge et al.
(2010) suggested increases in pay only temporarily increase satisfaction, as the money
loses its value to the employee rather quickly. Lawler and Porter (1963) reiterated the
more one makes, the less important pay is to them. It should be noted, Alderfer (1972)
found pay and education have a significantly negative relationship in front-line
employees who do not hold a management position.
According to Gagne and Deci (2005), when organizations utilize incentive pay,
intrinsic motivation is negatively impacted, which creates a crowding-out effect. This
crowding-out occurs when an individual’s level of self-determination is decreased as
behaviors are more controlled externally (Deci & Ryan, 2000). Several research findings
have corroborated the negative impact of pay on motivation due to its inability to
promote innovation and creativity among employees (Amabile, 1998; Herzberg, 1968;
Kohn, 1993).
It should be noted higher wages do not necessarily contribute to job satisfaction,
as employees need to be satisfied only with their pay for their intrinsic motivation to
increase (Stringer et al., 2011). While higher pay is typically indicated as something that
would lead to an employee’s increased job satisfaction, Judge et al. (2010) noted
employees are more motivated by the attributes of the job than they believe.
Relationship with Management
Rajhans (2012) discussed the importance of effective communication within the
workspace because it builds trust, increases motivation and engagement, encourages
openness, and provides a sense of shared values and goals for the organization. When an
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employee links their own values and goals with the organization, they are more likely to
be intrinsically motivated (Sharma et al., 2009). Communication is noted to be the
fundamental step in establishing a positive relationship between superiors and their
subordinates. These relationships are vital in ensuring the survival of the organization and
assisting in maximizing productivity (Rajhans, 2012).
Two popular theories discuss the employee and employer relationship and the
positive benefits of such. One such theory is the social exchange theory. As previously
discussed, this theory plays an important role in Adam’s equity theory of motivation. The
social exchange theory was initially conceptualized in George Homans’ article, Social
Behavior as Exchange (1958). This theory has been applied to many situations to explain
interactions among individuals and how these exchanges may involve material or nonmaterial goods. Homans asserted individuals strive to give their most to others with the
expectation they will receive the most, and individuals who receive the most from others
are under pressure to expend the same energy to create balance. Blau (1964) asserted
social exchanges occur when:
. . . the voluntary actions of individuals are motivated by the returns they
are expected to bring from others . . . [with the] exact nature [of the
return] never specified in advance but . . . left to the discretion of the one
who makes it. (pp. 91–92)
The equity theory insinuates employees establish a quid pro quo thinking style in
which all actions are based on the premise of reciprocity (Aryee et al., 2015). This theory
maintains trust is an essential component between employees and managers and is
initiated by the employer. The higher quality exchanges create an obligation for the
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employee to reciprocate in positive ways. Once trust is established, an increase is seen in
employee commitment, motivation, and retention (Gould-Williams & Davies, 2005).
Another theory discussing the importance of the relationship between
management and their employees is the Leader-Member Exchange theory, known as
LMX. The LMX theory implies both leaders and their subordinates identify roles for
which they will function within the workplace (Dansereau et al., 1975). The LMX theory
emphasizes the need for managers and supervisors to provide emotional support and
resources to aid the growth of the employee (Kang & Stewart, 2007). This support can
increase the employee’s level of commitment to the organization (Sharma et al., 2009).
As Eisenberger et al. (1990) noted, “perceived support was found to be positively related
both to attitudinal and behavioral measure of affective attachment” (p. 57).
Higher quality relationships formed between management and subordinates have
been found to lead to more positive work attitudes, increased job performance levels, and
retention (Matta et al., 2015). These high-quality relationships involve the exchange of
resources, information, and enjoyable tasks; however, this cannot exist without trust
(Kang & Stewart, 2007). Matta et al. (2015) noted tensions rising within this dyadic
relationship can negatively impact employee motivation.
Potential for Growth
In 1988, Hersey and Blanchard found employees’ desire to promote and grow
within their organization began to increase. This has held steady over the years, as one of
the main drivers for employee engagement is ensuring the organization provides workers
with the opportunities to maintain and improve their skills (U.S. Merit Systems
Protection Board, 2008). Prince (2003) found individuals are more involved within the
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workplace and hold greater levels of commitment when opportunities exist for growth or
promotion within the workplace. Those who feel stuck may begin to experience feelings
of resentment toward the organization, which ultimately impacts their motivation and
performance (Gunn, 2018)
Grawitch et al. (2006) indicated healthy workplaces promote growth and
development using continuous and advanced job training, continuing education, and
opportunities such as reimbursing tuition. Ke et al. (2015) pointed out that promotional
opportunities are not necessarily given to every employee as a result of their hard work,
effort, and contributions due to many other factors (such as timing and financial
constraints) that may limit these opportunities. This lack of opportunity can negatively
impact retention unless employers find other ways to satisfy this need. Some other means
may involve higher base salaries or additional perks and benefits, as the author noted
promotions are not of significant importance when an employee’s pay is considered
adequate.
Fair Treatment
Fair treatment can be viewed ambiguously, as some may view it within the
organization with a micro or macro view. For the purposes of this research, fairness is
viewed through both lenses. Fairness or the lack thereof may examine standard operating
procedures, rewards and punishment systems, treatment by superiors, or the overall
perception of the organization in its entirety. Ultimately, individuals strive to establish
relationships that are equitable (Goodwin & Ross, 1992).
When examining an organization’s true nature, it is imperative to look at the
ethics and values noted within their ethics statements; these statements should reflect the
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organization’s responsibilities to their stakeholders and influence the perceptions of staff
(Sharma et al., 2009). Employees who are able to identify with the organization’s values
and ethics have increased levels of work commitment. If this identification pairs with the
perception of being treated fairly, turnover decreases and involvement increases (Hassan,
2013).
In a study conducted by Sirota et al. (2011), employees voiced their need to be
treated fairly within the workplace. When individuals feel they are treated fairly, their
behaviors and attitudes are positively impacted (Kamery, 2004). Sharma et al. (2009)
emphasized perception is key, and the perception of fairness strongly correlates to
employee commitment and job performance.
When examining the effects of fairness relating to procedural justice and
organizational politics, Aryee et al. (2004) found procedural justice was related to task
performance. This study indicated procedural justice entailed “. . . the extent to which
structural features of decision making (allocation process) facilitate employee voice,
appropriateness of criteria, and the accuracy of the information used to arrive at a
decisional outcome” (Cropanzano et al., 2002, p. 3). These findings align with those in
the study conducted by Kim and Rubianty (2011), who examined the perception of
fairness involving performance appraisals in the federal government. They found
perceived procedural fairness impacts an employee’s level of intrinsic motivation.
Job Security
Romzek (1985) discussed when employees accept positions within organizations,
they have essentially entered into a psychological contract, which includes the roles and
expectations of the employee, salary, training, and other aspects of the job. In return for
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meeting these expectations, the employee receives a level of job security. Job security
rose to greater importance after 2008, as this was a time of economic crisis that resulted
in many individuals losing their jobs (Garling et al., 2009). When employers provide this
sense of security, performance and retention increase (Chang & Chen, 2002). GouldWilliams and Davies (2005) also found job security is a significant predictor of employee
motivation.
Issues arise when either party involved does not fulfill obligations within this
psychological contract. This may occur when the employee is not meeting job
expectations or when conditions within the organization do not support long-term career
development. Employees then begin to focus less on job security and more on being
employable (Randolph-Seng et al., 2015). This is especially true in economic
environments that are unstable, causing down-sizing, mergers, and restructuring, as longterm employment may be compromised (Fried et al., 2003).
Chen and Hsieh (2015) noted job security is of high importance within the public
service sector and serves as an external motivator. The authors indicated those who are
motivated by job security are more focused on meeting their basic needs and establishing
economic stability. This feeling of security provides a sense of structure and being in
control and significantly correlates with organizational commitment (Akpan, 2013) and
loyalty (Bibi et al., 2016).
Work-Life Balance
Having a work-life balance has been a more evolving topic over the past decade,
as employers are beginning to focus more on how to care for their employees in a way
that benefits the organization in the long-run. It was noted work-life balance is positively
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related to job satisfaction and performance, and the lack of work-life balance has
contributed to burnout and demotivation (Kanwar et al., 2009). According to Lockwood
(2003), work-life balance can be described as an equilibrium between one’s personal life
and one’s job. An imbalance between the two has the potential of negatively affecting
one’s family and the ability to attain a career; however, when the two aspects are found to
be equal, work quality and performance increase. Having a work-life balance positively
impacts employee retention, motivation and production, absenteeism, employee time
save, healthcare costs, stress-related illnesses (Parus, 2000), improvement of morale, and
reduction of burnout (Kanwar et al., 2009). Having a work-life balance also improves the
culture within the organization (Kossek et al., 2010).
Over the past several decades, the federal government has attempted to address
work-life balance by promoting environments that include a flexible work schedule. This
may come in the form of alternative work schedules and/or the ability to telework. These
offerings are presumed to allow for an increased level of performance, motivation,
satisfaction, and retention (Durst, 1999). The ability to telework has allowed employees
to devote more time to their families while also meeting the demands of the workplace
(Maruyama et al., 2009). According to Major et al. (2008), 60% of employees reported an
increase in performance due to higher levels of motivation, less stress, and an increase in
their focus to complete job tasks.
Clear Goals/Roles
When examining role clarity, Rizzo et al. (1970) discussed low role clarity and
high role clarity. Low role clarity consists of roles and goals that may be interpreted
many ways, with no true awareness of the consequences for failing to meet expectations.
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Conversely, high role clarity involves clear goals and expectations, structure, and
procedures to aid in meeting expectations. High role clarity also involves having
knowledge of the consequences for poor performance.
Organizations that engage in high role clarity produce employees who feel
competent. Deci and Ryan (2000) argued the need for competence also is a basic
psychological need required for promoting human functioning. “The need for
competence refers to the desire to demonstrate and improve one’s abilities (Cerasoli et
al., 2016, p. 783). The goals and roles established within any organization are the product
of an employee’s competence levels. Once abilities and skills are determined, goals are
established to build upon an individual’s performance.
To prevent performance from stagnating, feedback must continuously be
provided, the individual must feel challenged, and the employee must possess the skills
needed to reach said goals (Cerasoli et al., 2016). Feedback should be continuous;
employers need to provide feedback as warranted and not solely on performance
evaluations because employees want to know when their performance is suffering (Sirota
et al., 2011). This feedback increases role clarity and ultimately impacts performance
(Whitaker et al., 2007).
Summary
As observed throughout the in-depth literature review, motivation has the ability
to be derived from various sources. A review of literature focusing on employee
motivation found 12 factors to be major contributors to employee motivation. As
previously mentioned, this includes feeling in on things, feeling appreciated, feeling
empowered and autonomous, having interesting work, receiving good wages, having a
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positive relationship with management, having good working conditions, having the
potential for growth/promotions, being treated fairly, having job security, having a worklife balance, and having clear goals and roles. Many of these factors can be interpreted
within the fundamental theories for which the aspect of motivation derived. As such, the
12 motivational factors identified result in a compilation of the various ideas and/or
theories addressed by the aforementioned theorists.
What motivates an employee is not the same for every employee in the
organization, as everyone has different needs and drivers that motivate them to perform.
Conrad et al. (2015) found what motivates employees also may differ from that of their
superiors; thus, one should not assume their motives are the same for those they
supervise. Silverthorne (1992) reported similar findings. The results of his study showed
the perception of that which superiors assume motivates employees to be drastically
different from what employees reported. Increasing motivation also is not something that
occurs overnight.
Increasing motivation levels within employees is a process that takes time,
commitment, communication, and persistence (Cuma, 2011). In summation, the most
crucial element in motivation is knowing your employees (Kamery, 2004). This allows
for an understanding of values, beliefs, and personal experiences. With this knowledge,
employers can ascertain the techniques that should be utilized in driving productive
behaviors and exceeding performance levels. In addition, employers must create an
environment that is motivating. This environment may not always create positive energy
levels, but its consistency pays off in the long term. A motivating environment has high
standards for its employees, provides adequate training and clear objectives for roles and
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tasks, is equipped with rewards and incentives valued by employees, has appropriate
working conditions, and is led by effective leaders.
Chapter III discusses the methodology utilized for this particular research. The
instruments heavily correlate with findings and themes presented in this chapter. In
addition, the chapter discusses limitations of the study.
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CHAPTER III: METHODOLOGY
The term motivation is ambiguous and can provoke several thoughts, ideas,
definitions, and theories from scholars across every educational field. As discussed in the
previous chapter, many fundamental theorists have differing views of its meaning and
how it is applied to human behavior. Vroom (1995) noted the ambiguousness of the term
and defined it as “a process governing choices made by persons or lower organisms
among alternative forms of voluntary activity” (p. 7). McClelland (1987) explained
motivation involves conscious intents that formulate behavioral outcomes, and Locke and
Latham (2004) indicated motivation refers to intrinsic and extrinsic factors that drive
employees to work harder by affecting the “direction,” “intensity,” and “duration” of
their job-related activities (p. 388).
The purpose of this study was to investigate whether identified motivational
factors were perceived to contribute to federal pretrial and probation officers’ motivation
within the federal probation system. This study also attempted to gain a better
understanding of whether the presence of those identified motivational factors
contributed to the organization’s risk of turnover.
This chapter specifies the research design, identifies and discusses the population
and variables, identifies the target sample, and discusses the methodology utilized for
analyzing the results of the distributed surveys. The following are available in the
Appendices: IRB documents (Appendix A), invitation to survey the population at hand
(Appendix B), solicitation to participants (Appendix C), approval for use of survey
instrument (Appendix D), the survey instrument (Appendix E), and permission to survey
the population (Appendix F).
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Overview of Research Problem
Minimal empirical research exists regarding federal pretrial and probation officers
within the US. Even less research pertains to factors that relate to retention and overall
job satisfaction for this population. After conducting a thorough search, only a handful of
articles were found relating to federal pretrial and probation officers regarding their
motivations, experience with management, and overall workplace experience.
This study aimed to contribute to the literature regarding federal pretrial and
probation officers for the United States Courts. The goals of this study were to (1)
examine what motivational factors are reported by pretrial and probation officers, (2)
determine if the identified factors are reported to be present within their workplace, and
(3) understand whether the presence/absence of identified motivational factors impact
turnover risks within the organization. It was assumed if desired motivational factors
were present, the risk of turnover would be lower. If these motivation factors were
reported absent, the risk of turnover would be higher. The results of this research may
inform management teams across the US of officers’ attitudes toward their job and to
identify ways to improve motivational levels. This research also includes
recommendations and tools that could potentially improve the motivational levels and
performance within the organization.
In assessing what motivational factors to include within this study, the researcher
was given permission to utilize an instrument that was previously developed by Conrad et
al. (2015). This instrument was selected for use due to having factors commonly
attributed to employee motivation as noted in prior literature. Conrad et al. (2015) tested
the internal validity of the motivation scale used for this study and found the instrument
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to be appropriate and purposeful for the use of inventorying and identifying motivators
within business organizations. The instrument also was pilot tested by Conrad et al.
(2015) and found to be clear and understanding.
Research Questions
This study investigated whether specified motivational factors were identified by
pretrial and probation officers to be determinants of their motivation within the federal
probation system. The identified factors were analyzed to understand whether their
perceived presence or lack thereof contributed to the risk of turnover. Based on the
purpose of this study, the following research questions were developed:
RQ1: Which of the 12 identified factors do federal pretrial and probation officers
attribute to employee motivation? Which of the 12 factors do officers perceive as
being present in the workplace?
RQ2: Which of the 12 predictor variables, attributed to officer motivation, are
most influential in predicting the risk of turnover?
RQ3: Which of the 12 predictor variables, that are perceived as being present, are
most influential in predicting the risk of turnover?
Research Design
A quantitative, non-experimental, correlational study was conducted to ascertain
whether a relationship between the identified variables existed. As with any nonexperimental design, causality could not be inferred, as Creswell (2019) noted
researchers conducting correlational studies should refrain from suggesting causal
inferences. Instead, researchers should identify whether variables have degrees of
association between one another.
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According to Creswell (2019), correlational designs tend to take shape under one
of two designs: explanatory or predictive. Explanatory designs focus on examining
whether two or more variables covary (a change in one variable results in a change in
another), while prediction designs are geared for researchers who theorize a particular
variable or set of variables can predict an outcome or criterion. For this research study, a
predictive design was used to draw conclusions on whether specified motivational factors
predicted the risk of turnover for officers in the federal probation system.
Participants
The federal probation system is comprised of administrative staff, pretrial and
probation officers, specialists, supervisory probation officers, Deputy Chief Pretrial and
Probation Officers, and Chief Pretrial and Probation Officers, respectively. This research
was limited to line officers within the US who hold a full caseload and are not classified
as holding supervisory status. Line officers can occupy one of two main roles,
investigative or supervision officers. Additionally, specialists include officers who are
responsible for caseloads that include a significant proportion of cases of a specialized
type and serve as local experts for said specialty.
An invitation to participate in this research was sent to every district’s Chief
Pretrial and Probation Officer (94 total) across the US. A total of 41 districts
(approximately 44 %) agreed to allow the researcher to make contact with front-line
officers to solicit participation. This equated to 1,065 federal pretrial and probation
officers being asked to participate via email. Within the email was a link for access to the
survey instrument through Qualtrics.
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This study consisted of a sample of individuals who self-selected to participate
based on prior approval from the Chief Pretrial and Probation Officers. There were no
incentives to participate in this study. All officers met the criteria of being over the age of
21 and no older than age 57 as federal pretrial and probation officers are mandated to
retire at this age. Participants also have earned a bachelor’s degree, as this is the
minimum requirement for employment as a federal pretrial and probation officer.
Informed consent was provided to all officers as a requirement of the Internal Review
Board. Of the 1,065 officers invited to participate, 614 individuals responded. Of the 614
officers, 30 failed to complete the survey, resulting in a final 584 (55%) participants.
Instruments
The following demographic variables were included to understand the
backgrounds of officers who responded: (a) age, (b) gender, (c) ethnicity, (d) educational
level, (e) years of experience, (f) district of employment, (g) salary, (h) years until
retirement, (i) job role, (j) number of monthly pretrial/presentence reports received, and
(k) supervision caseload size.
The instrument, adapted from the aforementioned study, consists of 24 questions
categorized into a set of 12 items identified as being contributors of employee motivation.
This study utilized that scale twice. The first scale asked officers to identify whether and
to what degree (5-point Likert scale with 5 being strongly agree) specific factors were
motivating for them. The subsequent use of the scale asked officers to identify whether
those previously specified factors were present within their current workplace. This
allowed for a distinction between desired factors and present factors. The following items
were included as motivational factors for the two scales:
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1. feeling “in on things”;
2. appreciation of work done;
3. empowerment and autonomy;
4. interesting work;
5. good wages;
6. positive relationship with management;
7. good working conditions;
8. potential for promotion/growth;
9. fair treatment;
10. job security;
11. work-life balance; and
12. clear goals and roles.
The researcher also measured various combinations of demographic variables to identify
whether any relationships between the variables and motivation/risk of turnover.
The third scale was an original scale created by the researcher based on
professional experience within the organization. The researcher discussed the scale with
several colleagues and members of the management team within the organization to
ensure face validity and clarity of the items contained in the scale. This scale focused on
analyzing how likely employees are to leave their districts and/or the organization as a
whole. This 5-point Likert scale (1 = strongly disagree; 5 = strongly agree) consisted of
the following five statements:
1. I am making an effort to transfer to another district with the next year;
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2. I am making an effort to find a new job outside of federal probation within the
next year;
3. I intend to voluntarily resign from my position soon;
4. I frequently think about transferring to another district but have not made an
effort to do so; and
5. I frequently think about ending my employment with federal probation but
have not made an effort to do so.
Last, participants were given the option to specify whether there were other
factors that contributed to their desire to transfer/leave the organization by being provided
the opportunity to make any other necessary comments. These comments were coded to
determine whether any common themes were identified.
According to Mertens and Wilson (2019), validity and reliability are frequently
discussed in terms of data collection, as it is important to know whether the researcher
has distributed an instrument that measures what it sought to do, and reliability focuses
on ensuring the same results are produced if the study is replicated. An instrument must
be reliable to be valid; however, an instrument may meet the standard of having
reliability without being valid (Tavakol & Dennick, 2011). Simply put, the researcher
must show results are credible and dependable. Variables must be able to be measured
operationally (Alderfer, 1972). Both issues have been addressed.
This instrument has been found to be reliable and valid by the original researcher.
The present researcher also tested the reliability of the instrument by obtaining the
Cronbach’s alpha and found the reliability to be sufficient ( = .87), and the scores from
all scales were found to have adequate to good reliability. The first scale, designed to
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determine which factors officers attributed to motivation, had a Cronbach’s alpha of .87.
The second scale, designed to ascertain which motivational factors officers perceived to
be present in the workplace, had a Cronbach’s alpha of .88. The third scale, assessing the
risk of turnover, had a Cronbach’s alpha of .76. Tavakol and Dennick (2011) noted
obtaining the Cronbach’s alpha is one of the most commonly used ways to show
reliability of an instrument that provides a measure of internal consistency through the
output of a number between 0 and 1. A Cronbach’s alpha of .70 and above has been
determined to be the cutoff for showing that an instrument is reliable. The higher the
number, the better; however, extremely high alphas may be attributable to instrument
deficiencies, such as the instrument being too long or too repetitive.
Procedures
The formal proposal for conducting research was completed and submitted for
approval to the Institutional Review Board of Western Kentucky University (see
Appendix A). Once approval was obtained, Chief Pretrial and Probation Officers from
each district of the US were contacted to elicit participation. Each Chief Pretrial and
Probation Officer previewed the survey instrument prior to agreeing to participate. Of
those districts who agreed to participate, a survey from Qualtrics was distributed via
email to each identified officer within those districts. All responses were entered into
Stata for analysis and interpretation purposes. Missing and/or incomplete data were
excluded by the researcher for purposes of analysis.
Data Analysis
Both descriptive and inferential statistics were analyzed in the Stata software.
Mertens and Wilson (2019) note descriptive statistics allowed for the understanding of
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results in a meaningful way. This involved reviewing measures of central tendency and
measures of variability. The results of the descriptive statistics gauged whether
relationships occurred between the variables. Inferential statistics allowed the researcher
to make generalizations about the entire population as long as there was an adequate
statistical significance (Landis, 2017).
To determine the relationship between the identified variables of motivation and
risk of turnover, the researcher used a multiple linear regression analysis. Westfall and
Arias (2020) noted regression models are used to relate one variable to another or one
variable to multiple other variables. Creswell (2019) noted the regression line in the
analysis serves the purpose of determining the likelihood of scores being able to predict
outcomes based on where values fall, with the formula being:
Y(predicted) = b(X) + a
Y = risk of turnover
X = matrix of motivational factors (perceived or actual)
b = vector of partial slopes
a = intercept. (p. 355)
For this study, the researcher used two multiple linear regression analyses to
determine the relationship between reported motivational factors and the risk of turnover,
in addition to the relationship between perceived motivational factors and the risk of
turnover. Beta weights were estimated to determine the magnitude of motivation on
predicting the risk of turnover of officers. The beta weight is “a coefficient indicating the
magnitude of prediction for a variable after removing the effects of all other predictors”
(Creswell, 2019 p. 356).
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The researcher also examined the difference in means from the identified factors
described as being desired in the workplace compared to those factors reported to be
present. This was analyzed using a t-test, as the researcher was comparing different
results measured on the same group of participants between the two scales. While the
research questions did not specify the study would review any other relationships, the
researcher conducted multiple One-way ANOVAs to determine whether significant
relationships could be observed among the different groups identified through the
demographic responses. The results of the analyses appear in Chapter IV.
Ethical Considerations
Ethical considerations were of utmost importance during this study. Prior to
completing the survey instrument, participants were obligated to read and agree to
participation in the research by providing informed consent. Confidentiality and
anonymity were controlled by preventing the participants from identifying themselves.
Participants were requested to identify other specific aspects relating to their personal and
professional demographics. This included factors such as age, gender, years of service,
location, salary, and job role. While very specific, responses were identified with coded
variables. Results were then aggregated and utilized for only generalization purposes. No
apparent risks or side effects of this study were known to the researcher. All instruments
and research material were saved and will be stored by the researcher for a minimum of
three years.
Limitations
A limitation of this study included that it involves voluntary participants based on
prior approval from Chief Pretrial and Probation Officers. As previously stated, there
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were 94 districts (each having their own Chief Pretrial or Probation Officer), and only 41
agreed to participate. Many Chief Pretrial and Probation officers indicated they were not
interested in having their staff participate, while others failed to respond. This meant
close to 60% of districts across the US were not accounted for. It also was plausible
districts that did not respond were fearful of the responses their officers would submit, as
this could have had a negative image on their district. Ultimately, the generalizability of
the results is limited to only those districts that responded.
An additional limitation in the present study includes the self-reporting
concerning the perception of officers. Perception alone has the ability to skew results, as
one may perceive factors are absent to them when, in reality, they are present for the
majority of others. Chapter IV includes the data analysis and results from the instruments.
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CHAPTER IV: RESULTS
The primary purpose of this chapter is to discuss the results of the analysis of
federal pretrial and probation officers regarding their motivation and how it contributes to
the risk of turnover. The previous chapter discussed the target population, the way in
which the researcher solicited voluntary participation, and how those participants were
given access to partake in the research. Chapter III also discussed the descriptive statistics
being asked and described the scales being used to address the research questions. This
study investigated whether specified motivational factors were identified by pretrial and
probation officers to be determinants of their motivation within the federal probation
system. The identified factors were analyzed to understand whether their perceived
presence or lack thereof contributed to the likelihood of officer turnover in the system.
Based on the purpose of this study, the following research questions were developed:
RQ1: Which of the 12 identified factors do federal pretrial and probation officers
attribute to employee motivation? Which of the 12 factors do officers perceive as
being present in the workplace?
RQ2: Which of the 12 predictor variables, attributed to officer motivation, are
most influential in predicting the risk of turnover?
RQ3: Which of the 12 predictor variables, that are perceived as being present, are
most influential in predicting the risk of turnover?
The researcher conducted a prediction design using multiple linear regression analyses in
order to draw conclusions on whether specified motivational factors had the ability to
predict the risk of turnover within the federal probation system. T-tests were utilized to
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analyze the differences in means, and one-way Anovas were used to determine
relationships between demographical variables and the aforementioned scales.
Descriptive Statistics
Of the 94 districts within the federal judiciary system, a total of 41 agreed to
participate in this study. A total of 1,065 officers were emailed for solicitation to
participate, and 584 completed the survey. This equated to a response rate of 55%. The
number of responses received from within each district varied from 1 to 45 officers.
Age was reported as a continuous variable for this study. Participants ranged from
age 23 to age 56. The mean age of an officer was 39.53 with a standard deviation of 7.44.
The median age was 39.
Gender was reported as a categorical variable. Of the 584 respondents, female
officers accounted for 57.19% (334 respondents) of the population, and male officers
accounted for 42.29% (247 respondents). One participant (.17%) identified as being
nonbinary, and two (.34%) chose not to answer regarding their gender.
Ethnicity was reported as a categorical variable for the 584 respondents. Of those,
White officers accounted for 76.71% (448 respondents) of the population, with the
remainder of the population being predominantly African American or Latino (see Table
2).
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Table 2
Ethnicity
Ethnicity
White

N
448

%
76.71

African American

64

10.96

Hispanic or Latino

49

8.39

2

0.34

Islander

11

1.88

Biracial

7

1.20

Other

3

0.51

Total

584

100

Native American or American
Indian
Asian/Pacific

Education also was assessed for this study and was reported as a categorical
variable. In order to obtain a position as a federal pretrial and probation officer, one must
meet the standard of having earned at least a bachelor’s degree. Of the 584 respondents,
212 officers had at least a bachelor’s degree (36.30%), 328 had a master’s degree
(56.16%), 14 officers earned a doctoral degree (2.4%), and 30 officers had completed
some graduate coursework (5.14%).
Experience was reported as a categorical variable. Respondents had the option to
choose from six ranges to identify the length of time they had been employed with the
organization. This included (1) less than 2 years, (2) 2-5 years, (3) 6-10 years, (4) 11-15
years, (5) 16-20 years, and (6) more than 20 years (see Table 3).
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Table 3
Experience
Experience
Less than 2 years

n
67

%
11.47

2-5 years

171

29.28

6-10 years

119

20.38

11-15 years

114

19.52

16-20 years

71

12.16

More than 20 years

42

7.19

Total

584

100

Federal pretrial and probation officers are mandated to retire by age 57. Table 4
depicts the time period remaining for officers until they must retire.
Table 4
Years Until Retirement
Years Until Retirement
Less than 3 years

n
17

%
2.91

3-5 years

31

8.22

5-10 years

92

15.75

10-15 years

104

17.81

More than 15 years

340

58.22

Total

584

100
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Annual salary was reported as a categorical variable. Officers identified their
salary from one of five choices: (1) less than $40,000, (2) $40,001 - $60,000, (3) $60,001
- $80,000, (4) $80,001 - $100,000, and (5) more than $100,000 (see Table 5).
Table 5
Annual Salary
Annual Salary
Less than $40,000

n
2

%
0.34

$40,001 - $60,000

34

5.82

$60,001 - $80,000

185

31.68

$80,001 - $100,000

221

37.84

More than $100,000

141

24.32

Total

584

100

Federal pretrial and probation officers occupy different roles within the U.S.
Courts. For this survey, officer positions were reported as categorical variables, to
include (1) primarily pretrial services, (2) primarily presentence investigator, (3)
primarily supervision officer, (4) specialist, and (5) combined roles (see Table 6).
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Table 6
Officer’s Primary Position
Position
Primarily pretrial services

n
66

%
11.30

Primarily presentence investigator

101

17.29

Primarily supervision officer

181

30.99

Specialist

160

27.40

Combined roles

76

13.01

Total

584

100

The average monthly pretrial assignment number was assessed as a categorical
variable. Officers indicated which of the six options most related to the typical workload
for their respective position. This included (1) no reports, (2) 1-2 reports, (3) 3-5 reports,
(4) 6-8 reports, (5) 9-10 reports, and (6) more than 10 reports per month (see Table 7).
Table 7
Monthly Pretrial Assignments
Monthly Pretrial Assignments
None

n
408

%
69.86

1-2 reports

78

13.36

3-5 reports

37

6.34

6-8 reports

18

3.08

9-10 reports

11

1.88

More than 10 reports

32

5.48

Total

584

100
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The average monthly presentence investigation assignment number was assessed
as a categorical variable. Officers indicated which of the six options most related to the
typical workload for their respective position. This included (1) no reports, (2) 1-2
reports, (3) 3-5 reports, (4) 6-8 reports, (5) 9-10 reports, and (6) more than 10 reports per
month (see Table 8).
Table 8
Monthly PSR Assignments
Monthly PSR Assignments
None

n
418

%
71.58

1-2 reports

24

4.11

3-5 reports

83

14.21

6-8 reports

38

6.51

9-10 reports

6

1.03

More than 10 reports

15

2.57

Total

584

100

The average number of individuals under supervision was assessed as a
categorical variable. Officers indicated which of the six options most related to the
typical workload for their respective position, to include (1) no individuals supervised,
(2) 25 or less, (3) 26 - 35, (4) 36 - 45, (5) 46 - 55, and (6) more than 55 individuals
supervised (see Table 9).
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Table 9
Number of Individuals Under Supervision
Number of Individuals Under Supervision
None

n
167

%
28.60

25 or less

40

6.85

26-35

68

11.64

36-45

112

19.18

46-55

100

17.12

More than 55

97

16.61

Total

584

100

Risk of Turnover
The researcher analyzed the frequencies for the responses regarding the risk of
turnover. The scale items consisted of the following: (1) I am making an effort to transfer
to another district within the next year; (2) I am making an effort to find a new job
outside of federal probation within the next year; (3) I intend on voluntarily resigning
from my position soon; (4) I frequently think about transferring to another district but
have not made an effort to do so; and (5) I frequently think of ending my employment
with federal probation but have not made an effort to do so. The frequencies are found in
Tables 10-14. Risk of turnover was calculated using a summary score of five questions
with a range of 1-25. The average score was 8.54 with a standard deviation of 3.81.
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Table 10
I am making an effort to transfer to another district within the next year.
Response
Strongly disagree

n
369

%
63.18

Disagree

139

23.8

Neither agree nor disagree

51

8.73

Agree

18

3.08

Strongly agree

7

1.2

N = 584.
Table 11
I am making an effort to find a new job outside of federal probation within the next year.
Response
Strongly disagree

n
361

%
61.82

Disagree

109

18.66

Neither agree nor disagree

56

9.59

Agree

38

6.51

Strongly agree

20

3.42

N = 584.
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Table 12
I intend on voluntarily resigning from my position soon.
Response
Strongly disagree

n
430

%
73.63

Disagree

115

19.69

Neither agree nor disagree

30

5.14

Agree

5

0.86

Strongly agree

4

0.68

N = 584.
Table 13
I frequently think about transferring to another district but have not made an effort
to do so.
Response
Strongly disagree

n
316

%
54.11

Disagree

110

18.84

Neither agree nor disagree

50

8.56

Agree

81

13.87

Strongly agree

27

4.62

N = 584.
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Table 14
I frequently think about leaving my employment with federal probation but have not
made an effort to do so.
Response
Strongly disagree

n
321

%
54.97

Disagree

109

18.66

Neither agree nor disagree

42

7.19

Agree

79

13.53

Strongly agree

33

5.65

N = 584.
Findings for Research Question 1
Summary statistics were analyzed, and the top motivators (mean value) identified
by officers as being desired in the workplace included being treated fairly (4.53), having
job security (4.50), having good wages (4.47), having good working conditions (4.46),
and having a good work-life balance (4.44). The least identified motivating factor was
feeling in on things (3.63). A One-way Anova revealed there were no significant
differences among locations, with the exception of desiring the feelings of empowerment
and autonomy. Specifically, officers of Location 34 did not desire feeling empowered and
autonomous as much as officers from other locations (mean = 3.25). These values are
depicted in Table 15.
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Table 15
Desired Motivational Factors
Desired Motivational Factors
Feeling "in on things"

M
3.63

SD
0.94

Feeling appreciated for work done

4.38

0.79

Feeling of empowerment and autonomy

4.05

0.99

Having interesting work

4.33

0.69

Having good wages

4.47

0.68

4.34

0.82

Having good working conditions

4.46

0.69

Having the potential for promotion/growth

4.19

0.92

Being treated fairly

4.53

0.73

Having job security

4.5

0.69

Having a work-life balance

4.44

0.86

Having clear goals and roles

4.21

0.78

Having a positive relationship with
management

N = 584.
Officers subsequently identified motivating factors that were perceived to be
present in their workplace (Table 16). The top motivators included having job security
(4.30), having interesting work (4.13), and having good wages (4.05). The least identified
factors included feeling in on things (3.25), having the potential for promotion/growth
(3.47), being treated fairly (3.48), having a work-life balance (3.53), and feeling of
empowerment and autonomy (3.55).

95

Table 16
Perceived Motivational Factors Present
Motivational Factors Present

M

SD

Feeling "in on things"

3.25

1.01

Feeling appreciated for work done

3.71

1.01

Feeling of empowerment and autonomy

3.55

1.06

Having interesting work

4.13

0.76

Having good wages

4.05

0.88

Having a positive relationship with management

3.84

1.01

Having good working conditions

3.92

0.95

Having the potential for promotion/growth

3.47

1.17

Being treated fairly

3.48

1.12

Having job security

4.3

0.7

Having a work-life balance

3.53

1.17

Having clear goals and roles

3.63

0.99

N = 584.
The paired t-tests measured motivational factors desired in comparison to those
that were perceived to be present. In all cases, officers desired more than what they
perceived receiving as observed from the significant p-values. Table 17 shows the t-test
results.
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Table 17
Paired t-test of Desired vs Present Motivational Factors
Paired t-test

Desired Present

t

Difference

p

Feeling in on things

3.63

3.25

7.9

0.38

<.001*

Feeling appreciated for work done

4.38

3.71

14.29

0.67

<.001*

Feeling of empowerment and autonomy

4.04

3.55

10.08

0.49

<.001*

Having interesting work

4.34

4.12

6.52

0.21

<.001*

Having good wages

4.47

4.05

9.55

0.42

<.001*

Having a positive relationship with management

4.34

3.84

11.04

0.5

<.001*

Having good working conditions

4.46

3.92

12.11

0.54

<.001*

Having the potential for promotion/growth

4.19

3.47

13.45

0.72

<.001*

Being treated fairly

4.52

3.48

19.64

1.04

<.001*

Having job security

4.5

4.3

5.45

0.2

<.001*

Having a work-life balance

4.43

3.53

17.06

0.9

<.001*

Having clear goals and roles

4.21

3.63

12.88

0.58

<.001*

* p < .05.
Findings for Research Question 2
A multiple linear regression analysis was conducted involving the 12 factors
officers attributed as motivating in comparison to the risk of turnover. Regression
assumptions were examined with no issues of multicollinearity noted. Six items were
found to jointly predict risk of turnover: F(12,571) = 4.30, p < .001, adjusted R2 = .06.
Feeling appreciated for work done (p < .001), feelings of empowerment and autonomy
(p = .005), having interesting work (p = .013), having a positive relationship with
management (p = .006), having the potential for growth/promotion (p = .018), and having
job security (p = .009) were found to be statistically significant in relation to predicting
the risk of turnover. Feeling in on things, having good wages, having good working
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conditions, being treated fairly, having a work-life balance, and having clear goals/roles
were not significant factors in predicting the risk of turnover (see Table 18). As
previously discussed,
Y(predicted) = b(X) + a
Y = risk of turnover
X = matrix of motivational factors (perceived or actual)
b = vector of partial slopes
a = intercept
This model produced the following equation regarding the risk of turnover in comparison
to factors officers attributed to being motivational:
Risk of Turnover = 14.06 - .85 (feeling appreciated)
+ .51 (empowered and autonomous) - .65 (interesting work) + .49 (promotions/growth)
- .73 (positive relationship with management) - .75 (job security)
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Table 18
Regression of Turnover Risk on Factors Officers Attribute as Motivating
Regression of Turnover Risks on
Factors Officers Attribute as
Motivating

b

SE

t

p

LL

UL

Feeling in on things

-0.11

0.19

-0.6

0.55

-0.48

0.25

Feeling appreciated for work done

-0.85

0.25

-3.37

<.001*

-1.35

-0.36

Feeling of empowerment and autonomy

0.51

0.18

2.82

0.005*

0.15

0.86

Having interesting work

-0.65

0.26

-2.49

0.013*

-1.16

-0.14

Having good wages

0.42

0.28

1.51

0.133

-0.13

0.96

Having a positive relationship with

-0.73

0.26

-2.76

0.006*

-1.25

-0.21

-0.35

0.31

-1.13

0.26

-0.97

0.26

Having the potential for promotion/growth 0.49

0.21

2.38

0.018*

0.09

0.9

Being treated fairly

0.12

0.33

0.35

0.724

-0.53

0.77

Having job security

-0.75

0.29

-2.61

0.009*

-1.31

-0.18

Having a work-life balance

0.23

0.24

0.98

0.326

-0.23

0.7

Having clear goals and roles

0.47

0.28

1.68

0.094

-0.08

1.01

Intercept

14.06

1.41

10

0

11.3

16.82

management
Having good working conditions

*p < .05.
Findings for Research Question 3
A multiple linear regression analysis was conducted to determine whether
perceived presence of the 12 motivating factors predicted risk of turnover. Regression
assumptions were examined with violations noted. Five items were found to jointly
predict risk of turnover: F(12, 571) = 20.59, p < .001, R2 = .29. Feeling appreciated for
work done (p = .028), having interesting work (p <. 001), having good wages (p = .017),
having a positive relationship with management (p <. 001) and having a work-life
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balance (p = .005) were found to be statistically significant in relation to predicting the
risk of turnover (see Table 19).
In the following the equation,
Y(predicted) = b(X) + a
Y = risk of turnover
X = matrix of motivational factors (perceived or actual)
b = vector of partial slopes
a = intercept
This model produced the following equation regarding the risk of turnover in comparison
to motivational factors that officers perceived as currently being present within their
workplace,
Risk of Turnover = 20.93 - .37 (work-life balance) - .43 (feeling appreciated)
- .70 (positive relationship with management) - .88 (interesting work) - .39 (good wages)
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Table 19
Regression of Turnover Risk on Motivational Factors Officers Perceive to be Present
Regression of Turnover Risks on
Factors Officers Attribute as
Motivating

b

SE

t

p

LL

UL

Feeling in on things

-0.03

0.17

-0.17

0.867

-0.36

0.3

Feeling appreciated for work done

-0.43

0.19

-2.2

0.028*

-0.81

-0.05

Feeling of empowerment and autonomy

-0.08

0.16

-0.48

0.631

-0.39

0.24

Having interesting work

-0.88

0.2

-4.5

<.001*

-1.27

-0.5

Having good wages

-0.39

0.17

-2.39

0.017*

-0.72

-0.07

Having a positive relationship with

-0.7

0.22

-3.2

<.001*

-1.13

-0.27

Having good working conditions

-0.15

0.21

-0.7

0.483

-0.56

0.26

Having the potential for promotion/growth

-0.22

0.15

-1.47

0.141

-0.51

0.07

Being treated fairly

-0.12

0.19

-0.63

0.526

-0.5

0.25

Having job security

0.05

0.22

0.23

0.815

-0.37

0.48

Having a work-life balance

-0.37

0.13

-2.8

0.005*

-0.63

-0.11

Having clear goals and roles

0.09

0.19

0.44

0.661

-0.3

0.47

Intercept

20.93

1.04

20.05

0

18.88

22.98

management

Other Findings
Comparison of Means of Motivational Factors
In analyzing the data to determine all possible commonalities among groups and
identified motivational factors, the researcher conducted 156 One-Way ANOVAs,
keeping in mind the dangers of type I error with multiple analyses. As indicated
previously, the following motivational factors were observed:
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1. feeling in on things;
2. appreciation of work done;
3. empowerment and autonomy;
4. interesting work;
5. good wages;
6. positive relationship with management;
7. good working conditions;
8. potential for promotion/growth;
9. fair treatment;
10. job security;
11. work-life balance; and
12. clear goals and roles.
Observed descriptive variables included (1) age, (2) gender, (3) ethnicity, (4)
education, (5) experience, (6) location, (7) salary, (8) perception of having a fair salary,
(9) years until retirement, (10) primary position, (11) monthly pretrial assignments, (12)
monthly presentence assignments, and (13) number of individuals under supervision. A
5-point Likert scale was used where 1= Strongly Disagree and 5 = Strongly Agree. As
such, it was assumed higher means reflected a more positive response regarding the
statements at hand.
Of interest, no commonalities were observed between motivational factors and the
gender of the officer. Additionally, there was only one descriptive variable in which
responses of significant value varied across all motivational factors: officer’s location.
Due to the obligation of the researcher to ensure anonymity of specific district findings,
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districts were identified as a numerical variable of no meaning. Some locations stood out
regarding ranking in the lowest or highest reported means for motivational factors
perceived as being present. Specifically, three locations repeatedly reported the lowest
means regarding motivational factors that were perceived as being present. Location 2
reported the lowest means for having appreciation for work done (M = 3.13),
empowerment and autonomy (M = 3.07), a positive relationship with management
(M = 3.07), fair treatment (M = 2.67), job security (M = 3.87), and clear goals and roles
(M = 3.13). Location 25 reported the lowest means for having good working conditions
(M = 3.12) and work-life balance (M = 3). Location 41 reported the lowest means for
having interesting work (M = 3.63) and potential for promotion/growth (M = 2.56).
Additionally, two locations reported the highest means regarding motivational factors
that were perceived as being present. Location 8 reported the highest means for feeling in
on things (M = 3.84), having a positive relationship with management (M = 4.31), fair
treatment (M = 4.03), and clear goals and roles (M = 4.19). Location 34 reported the
highest means for having appreciation of work done (M = 4.20) and empowerment and
autonomy (M = 4.70).
Motivational factors also varied based on an officer’s position within the
organization. Officers with combined roles responded less favorably regarding feeling
appreciated for their work (M = 3.55), while presentence investigators felt the most
appreciated (M = 3.95). Officers with combined roles responded the least favorably
regarding feeling empowered and autonomous (M = 3.36), while presentence
investigators reported the most favorably (M = 3.82). Pretrial services officers reported
the highest for having interesting work (M = 4.23), while supervision officers reported
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the least favorably (M = 4.02). Supervision officers responded the least favorably
regarding feeling they are paid good wages (M = 3.94), while presentence investigators
reported the most favorably (M = 4.03). Officers with combined roles responded least
favorably regarding having a positive relationship with management (M = 3.59), while
presentence investigators responded the most favorably (M = 3.99). Officers with
combined roles responded least favorably regarding having job security (M = 4.12), while
specialists responded most favorably (M = 4.44). Specialists responded least favorably in
regard to feeling they have a sense of work-life balance, while presentence investigators
responded most favorably (M = 3.86). Last, officers with combined roles responded least
favorably regarding having clear goals and roles, while pretrial service officers responded
most favorably (M = 3.96). Table 20 identifies several additional commonalities found
among pretrial and probation officer responses regarding specific motivational factors.
Comparison of Means of Risk of Turnover
In analyzing the data to determine all possible commonalities among groups and
statements regarding the risk of turnover, the researcher conducted 60 One-Way
ANOVAs, keeping in mind the dangers of inflating type I error with multiple analyses.
The following statements were assessed: (1) I am making an effort to transfer to another
district within the next year; (2) I am making an effort to find a new job outside of federal
probation within the next year; (3) I intend on voluntarily resigning from my position
soon; (4) I frequently think about transferring to another district but have not made an
effort to do so; and (5) I frequently think of ending my employment with federal
probation but have not made an effort to do so.
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A 5-point Likert scale was used where 1= Strongly Disagree and 5 = Strongly
Agree. As such, it was assumed higher means reflected a more positive response
regarding the statement at hand.
Experience also was found to be a significant factor regarding the risk of turnover,
as the means appeared to be significantly different for four of the five statements. Due to
experience having a significant relationship with years until mandated retirement,
findings regarding retirement were not discussed to reduce redundancy.
Regarding officers making an effort to transfer to another district within the next
year, those with more than 20 years of experience disagreed more often (M = 1.19), in
comparison to officers with six to 10 years of experience (M = 1.68). Regarding officers
making an effort to find a new job outside of the federal probation system within the next
year, those with more than 20 years of experience agreed more often (M = 2.02), in
comparison to officers with 16-20 years of experience (M = 1.48). Regarding officers
intending to voluntarily resign from their position soon, those with more than 20 years of
experience agreed more often (M = 1.64), in comparison to officers with less than two
years of experience (M = 1.22). Regarding officers frequently thinking about transferring
to another district but have not made an effort to do so, those with more than 20 years of
experience disagreed more often (M = 1.5), in comparison to officers with six to 10 years
of experience (M = 2.21).
Responses varied regarding risk of turnover based on an officer’s location. More
specifically, significance was found when comparing means regarding officers making an
effort to transfer to another district within the next year and those thinking about
transferring to another district but have not made an effort to do so. Location 1
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(M = 11.8), Location 14 (M = 10.23), and Location 38 (M = 9.44) reported the highest
means for risk of turnover. Locations with the lowest risk of turnover included Location
12 (M = 6.85), Location 35 (M = 6.95), and Location 8 (M = 7.09).
An officer’s position impacted their responses regarding making an effort to
transfer to another district within the next year and making an effort to find a new job
outside of federal probation within the next year. Regarding making an effort to transfer
to another district within the next year, presentence investigators disagreed more often
(M = 1.30), in comparison to officers who have combined roles (M = 1.68). Regarding
making an effort to find a new job outside of federal probation within the next year,
presentence investigators disagreed more often (M = 1.38), in comparison to specialists
(M = 1.78).
Age was found to have significantly different responses regarding making an
effort to transfer to another district within the next year. Due to age not being a
categorical variable, the means are not discussed; however, the researcher points out the
more senior officers (over age 40) reported less favorably than younger officers (under
age 40). Table 21 identifies several additional commonalities found among pretrial and
probation officer responses regarding specific motivational factors.
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Age

Gender

Ethnicity

Education

Experience

Location

Salary

Fair Salary

Retirement

Position

Pretrial
Cases

Presentence
Cases

Supervision
Cases

Table 20
One-Way ANOVAs for Present Factors

0.07

0.76

0.51

0.2

.009*

<.01*

0.77

.05*

0.44

0.37

0.84

0.52

0.11

0.10

0.79

0.64

0.54

0.91

<.01*

0.19

<.001*

<.01*

.01*

0.52

0.11

.02*

0.47

0.43

0.16

0.53

0.35

.03*

0.18

.02*

0.69

<.01*

0.65

0.40

.01*

0.54

0.54

0.72

.02*

<.01*

.04*

0.10

<.001*

0.4

0.21

0.25

.05*

0.75

0.81

0.44

<.01*

0.12

<.001*

<.001*

<.001*

<.001*

0.21

<.01*

.05*

0.12

Having a positive
relationship with
management

0.12

0.99

0.58

0.37

.03*

<.001*

0.07

<.01*

.001*

.05*

0.46

0.78

<.01
*
0.31

Having good working
conditions
Having the potential for
promotion/growth
Being treated fairly

0.42

0.46

0.27

0.6

.03*

<.001*

0.19

<.001*

0.09

0.39

0.96

.04*

0.35

.01*

0.89

0.83

0.63

<.001*

<.01*

.05*

<.01*

<.01*

0.06

0.88

0.08

0.56

0.20

0.37

0.08

0.51

<.01*

<.001*

0.09

<.001*

<.01*

0.09

0.78

0.72

0.73

Having job security

0.96

0.87

.04*

0.83

0.5

<.001*

0.14

<.001*

0.58

<.01*

0.19

0.62

0.27

0.68

0.39

.05*

0.41

0.09

<.001*

0.17

<.001*

0.32

<.001*

0.34

0.1

.01*

0.14

0.21

0.09

0.19

0.10

.03*

.02*

0.06

0.15

<.001*

0.5

0.07

.02 *

Statement
Feeling "in on things"
Feeling appreciated for
work done
Feeling of
empowerment and
autonomy
Having interesting
work
Having good wages

Having a work-life
balance
Having clear goals and
roles

Note. *p < .05
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Age

Gender

Ethnicity

Education

Experience

Location

Salary

Fair Salary

Retire-ment

Position

Pretrial
Cases

Presentence
Cases

Supervision
Cases

Table 21
One-Way ANOVAs for Risk of Turnover

.006*

0.363

<.001*

0.065

.001*

.050*

<.001*

<.001*

<.001*

.002*

.027*

.035*

.014*

0.306

0.32

0.184

0.055

.026*

0.353

0.367

.018*

0.214

.012*

0.51

0.226

.017*

0.946

0.557

0.078

0.418

.042*

0.181

0.386

.020*

0.121

0.169

0.258

0.923

0.636

0.831

0.742

0.067

0.315

.015*

.003*

.013*

<.001*

0.077

0.056

0.17

0.265

.020*

0.89

0.891

0.616

.038*

0.09

0.157

0.445

<.001*

0.531

0.531

0.938

0.185

0.276

Statement
I am making an
effort to transfer to
another district
within the next year
I am making an effort
to find a new job
outside of federal
probation within
the next year
I intend on
voluntarily
resigning from my
position soon
I frequently think
about transferring
to another district
but have not made
an effort to do so
I frequently think of
ending my
employment with
federal probation
but have not made
an effort to do so
Note. p < .05
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Summary
Chapter IV produced the following findings:


Officers desired more of each motivational factor than they were currently
receiving within the workplace.



Officers desired being treated fairly, having job security, having good wages,
having good working conditions, and having a good work-life balance.
Feeling in on things was the least reported factor desired.



Having job security, having interesting work, and having good wages were the
factors reported most frequently as being present within their workplace. The
least identified factors reported as being present were feeling in on things and
having the potential for promotion/growth.



Having clear goals and roles, feeling appreciated for work done, feelings of
empowerment and autonomy, having interesting work, having the potential
for growth/promotion, having a positive relationship with management, and
having job security were desired factors found to be significant predictors for
the risk of turnover. As such, the higher these factors are rated, the less likely
turnover will occur.



Having a work-life balance, feeling appreciated for work done, having a
positive relationship with management, having interesting work, and having
good wages were perceived as present factors that were found to be significant
predictors for the risk of turnover. As such, the higher these factors are rated,
the less likely turnover will occur.
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While the majority of officers who responded are White, other demographical
information obtained was more diverse.



Several relationships were found when comparing the means of responses for
descriptive variables in comparison to motivational factors and statements
regarding risk of turnover.
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CHAPTER V: DISCUSSION
The purpose of this study was to address the impact of employee motivation
within organizations and to provide an overview of its importance within the federal
probation system. For this to be achieved, federal probation and pretrial service officers
across the US identified factors attributed to motivation from an enumerated list. These
factors were specifically cogitated and chosen after a plethora of literature was examined.
Additionally, officers identified the relationship between those desired factors relative to
factors they perceived as being present within their workplace. Last, officers conveyed
whether they were considering leaving their respective districts or the organization.
A focus on gauging the risk of turnover for this organization was pertinent;
therefore, ascertaining the relationship between desired and perceived motivational
factors was vital because these factors have been identified as contributors of motivation,
engagement, satisfaction, and employee performance (Herzberg, 1993; McClelland,
1987; Vroom, 1964). The topic of this study is essential during an era in which
employees are no longer fearful of leaving when their needs are not met. Work was once
solely based on outcomes; more concern now exists with ensuring the workplace is
conducive to meeting the needs of its employees.
As previously implied, literature was thoroughly examined with a focus on
ascertaining the factors that create an environment in which individuals are motivated and
at peak performance. Many theorists were discussed, and a review of current workplace
motivation findings was conducted. As a result, 12 factors emerged as contributors to
employee motivation: (1) feeling in on things, (2) feeling appreciation of work done, (3)
empowerment and autonomy, (4) having interesting work, (5) having good wages, (6)
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having a positive relationship with management, (7) having good working conditions, (8)
having the potential for promotion/growth, (9) fair treatment, (10) having job security,
(11) having a work-life balance, and (12) having clear goals and roles. Having
established these themes, an appropriate instrument was sought with the purpose of
measuring these factors within the federal probation system. A comprehensive search
resulted in an instrument, including said factors, developed by Conrad et al. (2015). After
obtaining permission, the instrument was adapted for the purpose of this study.
Specifically, Conrad et al. (2015) used the 12-item scale to distinguish the factors
reported by physicians to be motivating and the factors physician leaders believe
motivate their subordinates to ascertain whether a difference exists. In contrast, this study
does not examine the perceptions of those in supervisory roles, and survey items
regarding the risk of turnover are added.
In accordance with the purpose of this research, a quantitative, non-experimental,
correlational study was conducted to address the following research questions:
RQ1: Which of the 12 identified factors do federal pretrial and probation officers
attribute to employee motivation? Which of the 12 factors do officers perceive as
being present in the workplace?
RQ2: Which of the 12 predictor variables, attributed to officer motivation, are
most influential in predicting the risk of turnover?
RQ3: Which of the 12 predictor variables, that are perceived as being present, are
most influential in predicting the risk of turnover?
Of the 5,914 officers within the federal probation system, the survey instrument
was emailed to 1,065 individuals within 41 districts subsequent to prior approval of the
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district’s Chief Pretrial and Probation Officer. In sum, 584 individuals chose to
voluntarily complete the survey in its entirety.
The average age of an officer was 39.53. The population of the sample was fairly
evenly divided among gender, as males contributed to 42.79% of the population, and
females contributed to 57.19% of the population. One officer identified as being
nonbinary, and two officers chose not to answer regarding their gender.
Of no surprise, White officers accounted for the majority of the sample
population, attributing to 76.71% of the population (448 respondents). Sixty-four African
American officers responded (10.96%), and 49 Hispanics and Latino officers responded
(8.39%). Two Native American and American Indian officers responded (0.34%), as well
as 11 Asian and Pacific Islanders (1.88%). Seven biracial officers responded (1.20%),
and three officers responded as Other (0.51%).
The other descriptive statistics included in this study were evenly distributed.
There were 66 pretrial officers (11.31%), 101 presentence investigators (17.29%), 181
supervision officers (30.99%), 160 specialists (27.40%), and 76 officers who occupied
combined roles (13.01%). Regarding experience, 67 officers have less than two years of
experience (11.47%), 171 have been with the organization for two to five years (29.28%),
119 have six to 10 years of experience (19.52%), 114 officers have 11 to 15 years of
experience (19.52%), 71 have 16 to 20 years of experience (12.16%), and 42 officers
have been with the organization for more than 20 years (7.19%). Fourteen officers have
earned a doctoral degree (2.4%), 328 have earned a master’s degree (56.16%), 30 have
earned some graduate course hours (5.14%), and 212 officers have a bachelor’s degree
(36.30%).
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Last, salary was examined. Only two officers earn less than $40,000 per year
(0.34%). Thirty-four officers earn between $40,001-$60,000 per year (5.82%), and 185
earn between $60,001-$80,000 per year (31.68%). A total of 221 officers earn between
$80,001-$100,000 (37.84%), and 142 earn over $100,000 annually (24.32%).
Discussion of Findings
The current study examined motivation and its impact on turnover within the
federal probation system. Through the use of the research questions, several significant
results are seen and are relative to current literature regarding employee motivation. With
these findings, recommendations for the workplace are made, and the researcher
identified areas for future research.
Research Question 1
Officers were given the opportunity to report which motivational factors were
desired. Summary statistics were analyzed and found the top motivators identified by
officers as being desired in the workplace included being treated fairly, having job
security, having good wages, having good working conditions, and having a good worklife balance. The least identified desired factor was feeling in on things. Officers
subsequently identified motivating factors that were perceived to be present in their
workplace. The top motivators included having job security, having interesting work, and
having good wages. The least identified factors included feeling in on things, having the
potential for promotion/growth, being treated fairly, and having a work-life balance. In
all cases, officers desired more than what they were receiving from their respective
districts. Additionally, two of the top motivators desired, being treated fairly and having a
work-life balance, were the least reported as being present.
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The difference suggests that districts have more work to do in order to improve
employee satisfaction, motivation, and reduce the risk of turnover. Specifically, being
treated fairly was shown to have the largest difference. This was the highest-ranking
desired aspect of the job; however, it was the second lowest factor reported as being
present. The perception of parity within districts was heavily emphasized by officers on
an open-ended question. This sense of parity arose when officers discussed workloads,
expectations, and promotional opportunities. This finding suggests that districts analyze
ways in which their policies and procedures can reduce bias so all officers have the same
opportunities. With that said, it is plausible that those in management have different
expectations for their officers based on their respective skill levels and other unknown
factors; however, this should be balanced to ensure officers are not overwhelmed and
stretched thin.
Additionally, having a work-life balance was reported as being the second largest
difference between what is desired compared to what is perceived as present. A work-life
balance is essential in ensuring that officers are not getting burned out. As the work-life
balance decreases, so does their job satisfaction, performance, and motivation. As such, it
is essential to be mindful of tasks, roles, and expectations placed on the officers in order
to promote a culture that is conducive to having a balance.
Research Question 2
A multiple linear regression was conducted using the desired motivational
variables from the initial multiple linear regression. From this model, feeling appreciated
for work done, feeling empowerment and autonomy, having interesting work, having the
potential for growth/promotion, having a positive relationship with management, and
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having job security were found to be statistically significant in relation to predicting the
risk of turnover. These results indicate that the risk of turnover increases if these factors
are absent from the workplace. Feeling appreciated and having job security appears to
have the strongest relationship with the risk of turnover. Conversely, feeling in on things,
having good wages, having good working conditions, being treated fairly, having a worklife balance, and having clear goals/roles are not significant factors in predicting the risk
of turnover.
At the conclusion of this study, the researcher found this research question to be
non-essential in analyzing what is needed to promote motivation and reduce turnover
within the workplace, as these factors differ from those that are noted in the subsequent
research question. While the mentioned variables are important to understand, the larger
picture centers around which factors lead to turnover. It appears that some factors,
discussed in the findings of this research question, are not as valuable in predicting the
risk of turnover for the entire population; however, the factors may be more specific to
officers who highly value said factors.
Research Question 3
A multiple linear regression was run using the motivational variables that were
perceived to be present from the initial multiple linear regression. From this model,
having a work-life balance, feeling appreciated for work done, having a positive
relationship with management, having interesting work, and having good wages were
found to be statistically significant in relation to predicting the risk of turnover. This
finding indicates the risk of turnover increases if these factors are absent within the
workplace.
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In comparison to the factors officers attributed to being motivational, it appears
the feeling of being empowered and autonomous, having the potential for
growth/promotion, and having job security are not as valued as officers reported. This
conclusion was reached based on the findings that those items are not statistically
significant factors in predicting the risk of turnover in their present workplace. It should
be noted officers appear to value having a work-life balance more than they assumed, as
this is not a significant factor attributed to motivation in relation to the risk of turnover;
however, it was found to be a significant factor in the risk of turnover in an officer’s
present workplace environment. Additionally, feeling in on things, having good working
conditions, being treated fairly, and having clear goals/roles are not significant in relation
to predicting the risk of turnover.
Ensuring officers feel their work is appreciated is the most inexpensive but
valuable tool a leader can use when motivating an employee (Certo, 2000). While leaders
may choose to show appreciation in non-monetary ways, they must ensure their way of
showing appreciation is of value to officers (U.S. Merit Systems Protection Board, 2017).
It should be noted appreciation should always be genuine and acknowledged when an
officer’s work or actions warrant such gesture.
In line with literature, federal pretrial and probation officers are motivated by
having interesting work. Eby et al. (1999) emphasized organizational commitment is
enhanced when employees find their work to be fulfilling and meaningful. This was
corroborated by Hackman and Oldham (1980), who suggested work should be designed
in a way that suits the employees, as well-designed work has the potential of increasing
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motivation levels, commitment to the organization, and job involvement. As individuals
age, the type of work they perform becomes increasingly important (Kovach, 1987).
Having a positive relationship with management is essential for promoting high
motivation, job satisfaction, and peak performances. In order to build these positive
relationships, districts must ensure supervisors are authentic, trustful, transparent, and
consistent with all officers (Lee & Kim, 2017). These characteristics create a stronger
sense of loyalty and commitment of the officer, which in turn produces greater outcomes.
These relationships are built through a supervisor’s time and effort. Supervisors must
create a welcoming space for officers that allows for boundaries to be set, goals and
values to be discussed, trust to be built, and knowledge to be shared in a way that
promotes the growth of the officer.
Pay is a significant tool in not only showing appreciation for the work that is
completed, but also in showing how much officers are valued. The majority of officers
feel their pay is fair; however, several supervision officers feel their work should be
compensated more based on the significant difference in work duties for their role within
the organization. While this is of concern to supervision officers, what is not highlighted
in this study are the other ways in which supervision officers are compensated. For
example, supervision officers are likely able to flex their working hours at a much greater
rate than their fellow officers. In addition, if these officers are working outside the
required full-time schedule, it is assumed they are compensated with vacation leave time.
Last, outside of not feeling appreciated, the largest complaint that emerged from
this study is the lack of work-life balance. Budget cuts and additional work requirements
established by the AO do not abate these concerns. Instead, these factors produce a more
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strenuous environment, as more officers are unlikely to be hired to assist with the
workload, and districts are to follow the practices and procedures authorized by the AO.
To combat burnout and decreased levels of motivation and satisfaction, supervisors must
be cognizant of the work their officers are completing.
Other Findings
Multiple One-Way ANOVAs were conducted to determine whether any of the
motivational factors discussed received responses that significantly differed within the
various groups identified within the demographic data. These analyses indicate various
differences were present based on a 5-point Likert scale where 1= Strongly Disagree and
5 = Strongly Agree. As such, the numerical value of the mean is indicative of how
strongly the group disagree or agree with each statement. It should be noted while
important, some differences are not discussed, as the findings may be skewed. For
instance, motivational factors differ based on an officer’s ethnicity; however, the majority
of differences involve minorities. Minorities represent only 23.29% of the sample, with
10.96% of those individuals being African American. As such, the difference in means
may have been influenced by this disproportion.
Two major findings were observed. First, the location of an officer heavily
impacts their responses to each motivational factor, as significant means are noted for
each case. This supports the claim that every district has its own norms. These norms
have a substantial impact on an officer’s motivation level, and these findings support the
remarks made by officers. Many officers support their choice to remain within their
districts for reasons such as having a work-life balance, good relationship with
management, feeling appreciated, and feeling autonomous. On the contrary, those who
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are displeased with their respective districts cite similar factors as reasons they are
dissatisfied and considering leaving.
Second, no differences were observed in the means based on one’s gender. This is
of particular interest, as gender differences within the workforce have long been heavily
publicized and scrutinized (Desai et al., 2016; Klomegah & Fleming, 2014; Terpstra &
Honoree, 2005). This finding makes the assumptions women feel their pay is fair
compared to their counterparts, they have the ability to be promoted, they have good
working conditions, have job security, have the feeling of empowerment and autonomy,
have good relationships with their superiors, and there is no sense of parity. An additional
study on pay equity within the U.S. federal government found pay grade, performance,
and experience within the organization are of higher importance than gender and minority
status (Choi, 2015). As such, it appears the federal government may be a trailblazer for
establishing pay equity among gender.
Another interesting finding involves an officer’s position. Presentence
investigators often responded more favorably in regard to the perceived present
motivational factors than that of their peers. More specifically, presentence investigators
responded more favorably regarding feeling appreciated, feeling empowered and
autonomous, having good wages, having a positive relationship with management, and
having a work-life balance. Officers who occupy combined roles responded least
favorably regarding feeling appreciated, empowered, autonomous, having a good
relationship with management, having clear goals and roles, and having job security.
Supervision officers responded least favorably regarding having interesting work and
having good wages. Pretrial officers responded most favorably regarding having clear
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goals and roles and having interesting work. Specialists responded most favorably
regarding having job security, but they responded least favorably regarding having a
work-life balance.
Officer Remarks
Officers were given the opportunity to provide additional comments regarding
any other reasons for which they may want to stay, transfer from their district to another
district, or leave the entire organization. Multiple responses were received; however, the
researcher could accurately code only 234 responses, as many did not indicate whether
the reason listed was a reason to stay or leave. Of the responses coded, many themes
emerged. Of note, the majority of the themes were identified as factors within the scales
of the survey instrument. Officers identified the workload, location, and lack of work-life
balance as reasons to leave. Officers also reported feeling a lack of appreciation from
their superiors and noted they would like to receive more recognition for the work they
do.
Another major theme that emerged is the lack of promotional opportunities
available. This goes hand-in-hand with the perception of parity. Officers indicate
promotional opportunities are scarce or only offered to certain officers through the “good
ol’ boy” system. Parity also was discussed regarding workloads and expectations. Oddly,
fairness was not found to be statistically significant with predicting the risk of turnover,
despite multiple statements discussing lack of fairness. In addition, being treated fairly
was the most desired motivational factor. As such, it appears while parity is a major
concern, it is not as significant to officers leaving as one would think.

121

Additional major themes that emerged include poor management, poor
relationships with management, and poor leadership skills as being reasons to leave. This
negatively impacts the work environment. Many officers discussed that the
Administrative Office of the Courts (AO) has changed the entire aspect of the job,
making the work more focused on data entry and less focused on helping to reduce
recidivism. Officers indicated they are tasked with unrealistic expectations, with
decreased resources, and no financial compensation for working overtime. Officers also
indicated pay raises are minimal in light of budget cuts, and this drastically impacts those
who reside in areas with higher costs of living.
Minor themes that emerged include officers wanting to leave due to their spouse’s
career, wanting to pursue a more “hands-on” law enforcement career, wanting to change
career paths, and due to management primarily focusing on newer officers without regard
for senior officers. Last, very few officers discussed the difficult climate faced by those
working in a law enforcement position.
As for reasons officers reported for choosing to stay, officers frequently discussed
their familial and community ties. Officers also frequently discussed staying due to
having a positive relationship with management, feeling supported by management, and
enjoying the job itself. In addition, officers noted the lucrative pay and benefits offered
by the organization as reasons to stay.
Limitations
As with all research, this study includes limitations. The first limitation involves
the timing of this study. At the onset of solicitating for participants, the world was
ravaged by the impacts of Covid-19 (Coronavirus). During this international pandemic,
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life changed for everyone. For many, the new norm involved a complete shutdown of
businesses, educational systems, and recreational activities. For organizations that were
able, transitions occurred to allow employees to work remotely within the walls of their
own homes. This came with challenges, as many were forced into confinement that
consisted of working, parenting, and educating their children in one place. As one would
assume, this could have had an impact on results, as officers were not in their typical
setting or performing duties normally performed in the work environment. The
ramifications of Covid-19 on the attitudes of officers is unknown.
One major area of concern is that many federal court systems completely shut
down. This resulted in very minimal arrests, sentencings, or revocation hearings. This
significantly impacted officers’ workloads which, ultimately, could have impacted the
way in which officers responded regarding factors they perceived to be present during
that particular time in comparison to the typical work setting.
Another limitation is the study involves voluntary participants. These participants
were based on prior approval from Chief Pretrial and Probation Officers. As previously
stated, there are 94 districts (each having their own Chief Pretrial and Probation
Officers), and only 41 agreed to participate. Many Chief Pretrial and Probation Officers
indicated they were not interested in having their staff participate, while others failed to
respond. This means approximately 54% of districts across the US are not accounted for,
and officers in those districts did not have the opportunity to participate if they wished.
Ultimately, the study consisted of 584 respondents. In total, this organization employed
5,914 officers at the time of the study, which equates to a sample that is less than 10% of
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the entire population. Ultimately, this study may not be respresentative of the entire
organization.
A third limitation includes self-reporting concerning the perception of officers.
Perception has the ability to skew results, as one may perceive factors are absent to them
when, in reality, they are present for the majority of others.
Last, this study involves limitations regarding ethnicity and salary of officers, as
significant disproportions of respondents exist within the groups of those demographics.
Specifically, White officers account for 76.71% of the entire population, and only two
officers make less than $40,000 annually. As such, findings attributed to these factors
may be skewed.
Recommendations
Based upon the findings from the study, the risk of turnover for this organization
is present; however, it is relatively minimal. This allows one to assume the needs of
officers are being met more than not; however, are their needs being met in a way that
positively impacts job satisfaction, engagement, and/or performance? Essentially, the risk
of turnover remains for some, and there is still room for improvement regarding ensuring
factors attributed to motivation are present within the workplace. Specifically, in order to
reduce the risk of turnover, districts should ensure officers feel appreciated for their
work, their work remains interesting, they have a positive relationship with management,
they receive good wages, and they have a work-life balance. The following passages
suggest recommendations for ways to ensure these factors are addressed within the
workplace.
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Appreciation for work can be shown in various ways. In addition to private and
public verbal praises, supervisors can express appreciation through the offering of
occasional perks. This can include but is not limited to occasional snacks/meals,
personalized gifts, work parties, administrative leave, and gift cards. Appreciation should
be shown to the extent that it becomes ingrained in the workplace culture so officers feel
important, valued, and a vital element for the success of their organization. Officers are
then more committed, loyal, and motivated to perform at their highest level.
In order to ensure officers continuously have interesting work, districts can
provide a variety of tasks that allow for their enhancement of skills and knowledge.
Districts also can allow for flexibility of tasks. If officers have the ability to meet the
goals and demands of their primary roles, districts should allow officers to engage in
other activities that are of interest. However, in order to ascertain an officer’s interests,
supervisors must establish rapport and build a positive relationship with their
subordinates.
Building a relationship with management also has been found to correlate with
motivation. This factor appears most crucial and instrumental within the workplace as a
positive relationship has the ability to positively impact the workplace culture.
Additionally, a positive relationship has the ability increase the likelihood for other
motivational factors to be present. As with any other relationship in life, a relationship
between an officer and their immediate supervisor takes time and patience. It is
recommended that supervisors allot specified times to meet with their officers one-onone. While it is of the new norm to have meetings virtually, many of these meetings
should initially be held in person. Initial meetings should focus on expectations,
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directions for meeting those expectations, preferred methods of communications, and
discussing norms of the workplace culture. Meetings should be focused on providing
feedback, encouragement, recognitions, and discussions geared toward getting to know
their officer’s values, goals, and motives.
A motivational factor attributed to the risk of turnover is having good wages.
Districts should gauge the way in which to support officers during a period in which
budget cuts have substantially impacted pay raises and limited other financial
compensation. Particularly, districts in locations with higher costs of living must find
adequate means to adjust in a way that is in line with their respective budgets but also
meets the needs of their officers. In order to determine other ways to compensate during
this restricted time, it may be plausible to sample officers for suggestions as to what is of
most value to them as these needs may vary across locations.
Last, in order to ensure officers have a work-life balance, it is recommended
districts assess where officers invest their time. It is vital to analyze whether there is any
unnecessary or redundant work being completed. Districts should question whether tasks
completed by officers are the responsibility of other court employees within the judiciary,
if there are ways to improve efficiency, if there are ways to collaborate with the IT teams
to lighten the time spent on monotonous and repetitive tasks, and if there are policies or
procedures that could be changed in a way that provides more realistic expectations of
officers. Supervisors must ensure their expectations are reasonable and feasible, and
officers must utilize their time off without receiving work disruptions. While it is easier
said than done, the culture of the district must center around balance. This means
disregarding work communications that are not emergent after hours, learning to say no if

126

requests do not align with priorities, learning to share responsibilities, and promoting
health and wellness. Districts need to question whether they are so focused on quantity
through deadlines that quality of work and officer well-being is suffering. To address
these questions, it is recommended districts establish innovation committees that
comprise officers who serve in all roles. These officers would not only serve as the voice
of concern for all other officers, but they would have the ability to develop innovative
ideas to address the concerns.
Implications for Further Study
The present study has the potential to serve as a foundation for knowledge
regarding officers within the federal judiciary system. As initially indicated, very few
research studies have been publicized regarding the well-being of officers within this
organization. Instead, researchers continuously focus on the work performed by officers
and how this work impacts those they serve. It is of vital importance to continuously
monitor, address, and improve the workplace environment so officers are able to perform
at their peak.
This study specifically addresses factors that officers desire in the workplace to
aid in their motivation and discloses motivational factors that officers perceive to be
present within the workplace. Last, officers were questioned regarding their inclination to
leave their respective districts or the organization. The relationship between these
responses indicate there are some factors that contribute to the risk of turnover if they are
absent from the workplace. It would be both compelling and beneficial for future research
to include a qualitative aspect with the purpose of determining how these factors motivate
officers, what that motivation looks like, and how long motivation lasts. This type of
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study has the potential to provide management with a “blueprint” for motivating their
subordinates.
This study also has the potential to address the findings regarding supervision
officers. Individuals in these roles reported more unfavorably regarding motivational
factors being present than any of their peers, and it is essential to understand the reason. It
is crucial to determine why this is the case and how districts can implement changes to
increase motivation.
Additionally, it is recommended this study be completed on a larger scale so the
findings may be more representative of the entire diverse population. Having 584 officers
respond to a survey may seem sufficient; however, this does not equate to even 10% of
the population. Having a larger sample would provide for more in-depth generalizations.
Furthermore, a comparison study examining the differences between districts with
highly motivated officers and districts with officers who report being demotivated would
be beneficial. The findings for a study of this type would provide management with the
opportunity to analyze themes that emerge from the two groups and establish ways to
make improvements in those districts in which motivation is evidently lacking.
Last, research regarding employees within the federal probation system is very
limited. As such, the organization would greatly benefit from further studies regarding
other employees within this system. More specifically, it would be important to research
engagement and job satisfaction of those individuals who occupy all positions. This
would allow for an elaborate view of the entire organization.
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Conclusion
As observed through the in-depth literature review, a considerable amount of
evidence in the literature supports the findings present in this study. This research sought
to identify factors officers attribute to their motivation (based on 12 identified themes that
emerged from literature) and to discuss the way in which this differs from what they are
receiving. From this study, it can be seen that officers desire much more than what is
presently received within their workspaces. This study also provided officers with the
opportunity to list other factors they perceived as being present and aiding in their level
of motivation; however, additional factors are not identified. It should be noted officers
discussed additional reasons for desiring to leave this organization that are not included
in the 12 factors identified. Specifically, officers would like to leave the organization due
to aspects of the job itself and the negative climate faced within law enforcement.
Additionally, officers remain as a result of their strong family and community ties.
This study also examined how the perceived presence/absence of these factors
impacts the risk of turnover within the organization. The findings suggest the risk of
turnover for this organization is presumably low; however, the organization could reap
substantial benefits if districts place a stronger focus on ensuring officers are motivated
within the federal probation system.
Ultimately, the results of this study provide an overview of the factors that are of
value and importance to officers. The results of this study could allow for innovative and
creative strategies to transpire within districts on ways to address officer motivation. By
ensuring these factors are present within districts, motivation levels could increase. As
noted in the literature, as officer motivation increases, job satisfaction is positively
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impacted and officers perform at exceptional levels. Districts that embody these
environments will inherently impact those they serve.

130

REFERENCES
Adams, J. S. (1963). Towards an understanding of inequity. Journal of Abnormal and
Social Psychology, 67(5), 422. https://doi.org/10.1037/h0040968
Adams, J. S. (1968). A framework for the study of modes of resolving
inconsistency. Theories of Cognitive Consistency: A Sourcebook, 655–660.
Adams, J. S., & Freedman, S. (1976). Equity theory revisited: Comments and annotated
bibliography. Advances in Experimental Social Psychology, 9, 43–90. Academic
Press. https://doi.org/10.1016/S0065-2601(08)60058-1
Adams, J. S., & Jacobsen, P. R. (1964). Effects of wage inequities on work quality. The
Journal of Abnormal and Social Psychology, 6, 19.
https://doi.org/10.1037/h0040241
Adler, S., & Weiss, H. M. (1988). Recent developments in the study of personality and
organizational behavior. International Review of Industrial and Organizational
Psychology, 307–330.
Aisha, A. N., Hardjomidjojo, P., & Yassierli. (2013). Effects of working ability, working
condition, motivation and incentive on employees multi-dimensional
performance. International Journal of Innovation, Management and
Technology, 4(6), 605. https://doi.org/10.7763/IJIMT.2013.V4.470
Akpan, C. P. (2013). Job security and job satisfaction as determinants of organizational
commitment among university teachers in cross river state, Nigeria. British
Journal of Education, 1(2), 82–93.
Allport, F. (1920). The influence of the group upon association and thought. Journal of
Experimental Psychology, 3(3), 159–182.

131

Amabile, T. M. (1998). How to kill creativity (Vol. 87). Harvard Business School
Publishing.
Alderfer, C. P. (1972). Existence, relatedness, and growth: Human needs in
organizational settings. The Free Press.
Alimoglu, M. K., & Donmez, L. (2005). Daylight exposure and the other predictors of
burnout among nurses in a university hospital. International Journal of Nursing
Studies, 42(5), 549–555. https://doi.org/10.1016/j.ijnurstu.2004.09.001
Anderson, J. C., & O'Reilly, C. A., III. (1981). Effects of an organizational control
system on managerial satisfaction and performance. Human Relations, 34(6),
491–501. https://doi.org/10.1177/001872678103400605
Aryee, S., Chen, Z. X., & Budhwar, P. S. (2004). Exchange fairness and employee
performance: An examination of the relationship between organizational politics
and procedural justice. Organizational Behavior and Human Decision
Processes, 94(1), 1–14. https://doi.org/10.1016/j.obhdp.2004.03.002
Aryee, S., Walumbwa, F. O., Mondejar, R., & Chu, C. W. L. (2015). Accounting for the
influence of overall justice on job performance: Integrating self-determination
and social exchange theories. Journal of Management Studies, 52, 231–252.
https://doi.org/10.1111/joms.12067
Atkinson, J. W. (1964). An introduction to motivation. American Book.
Atkinson, J. W., & Raphelson, A. C. (1956). Individual differences in motivation and
behavior in particular situations. Journal of Personality, 24(4).
https://doi.org/10.1111/j.1467-6494.1956.tb01274.x

132

Bashir, A., Amir, A., Jawaad, M., & Hasan, T. (2020). Work conditions and job
performance: An indirect conditional effect of motivation. Cogent Business &
Management, 7(1), 1801961. https://doi.org/10.1080/23311975.2020.1801961
Berry, L. L., & Parish, J. T. (2008). The impact of facility improvements on hospital
nurses. HERD: Health Environments Research & Design Journal, 1(2), 5–13.
https://doi.org/10.1177/193758670800100202
Bibi, P., Ahmad, A., & Majid, A. H. (2016). The moderating role of work environment
on the relationship between compensation, job security, and employee
retention. International Journal of Economic Perspectives, 10(4).
Blasko, B. L., Souza, K., Via, B., Taxman, F. S., Del Principe, S., & Taxman, F. S.
(2016). Performance measures in community corrections: Measuring effective
supervision practices with existing agency data. Fed. Probation, 80, 26.
Blau, P. M. (1964). Exchange and power in social life. Wiley.
Carmeli, A., Reiter-Palmon, R., & Ziv, E. (2010). Inclusive leadership and employee
involvement in creative tasks in the workplace: The mediating role of
psychological safety. Creativity Research Journal, 22(3), 250–260.
https://doi.org/10.1080/10400419.2010.504654
Cerasoli, C. P., Nicklin, J. M., & Nassrelgrgawi, A. S. (2016). Performance, incentives,
and needs for autonomy, competence, and relatedness: A meta-analysis.
Motivation and Emotion, 40(6), 781–813. https://doi.org/10.1007/s11031-0169578-2
Certo, S. C. (2000). Modern management. Prentice-Hall.

133

Chang, P., & Chen, W. (2002). The effect of human resource management practices on
firm performance: Empirical evidence from high-tech firms in Taiwan.
International Journal of Management, 19(4), 622–631.
https://www.proquest.com/docview/233231154?pqorigsite=gscholar&fromopenvi
ew=true
Chen, C. A., & Hsieh, C. W. (2015). Does pursuing external incentives compromise
public service motivation? Comparing the effects of job security and high
pay. Public Management Review, 17(8), 1190–1213.
https://doi.org/10.1080/14719037.2014.895032
Choi, S. (2015). Pay equity in government: Analyzing determinants of gender pay
disparity in the U.S. federal government. Administration & Society, 50(3), 346–
371. https://doi.org/10.1177%2F0095399715581623
Conforti, M. F. (1972). Practical applications of Maslow's theory of human motivation in
industry. Occupational Health Nursing, 20(12), 10–13.
https://journals.sagepub.com/doi/pdf/10.1177/216507997202001202
Conrad, D., Ghosh, A., & Isaacson, M. (2015). Employee motivation factors: A
comparative study of the perceptions between physicians and physician
leaders. International Journal of Public Leadership, 11(2).
https://doi.org/10.1108/IJPL-01-2015-0005
Conway, N., Guest, D., & Trenberth, L. (2011). Testing the differential effects of changes
in psychological contract breach and fulfillment. Journal of Vocational
Behavior, 79(1), 267–276. https://doi.org/10.1016/j.jvb.2011.01.003

134

Creswell, J. W. (2019). Educational research: Planning, conducting, and evaluating
quantitative and qualitative research (6th ed.). Pearson.
Cropanzano, R., Prehar, C., & Chen, P. Y. (2002). Using social exchange theory to
distinguish procedural from interactional justice. Group and Organizational
Management, 27, 324–351. https://doi.org/10.1177/1059601102027003002
Cuma, M. A. (2011). Raising morale: 6 ways to create a positive work environment.
Canadian Consulting Engineer, 52, 34.
Dansereau, F., Jr., Graen, G., & Haga, W. J. (1975). A vertical dyad linkage approach to
leadership within formal organizations: A longitudinal investigation of the role
making process. Organizational Behavior and Human Performance, 13(1), 46–
78. https://doi.org/10.1016/0030-5073(75)90005-7
De Cremer, D. (2002). Respect and cooperation in social dilemmas: The importance of
feeling included. Personality and Social Psychology Bulletin, 28(10), 1335–1341.
https://doi.org/10.1177/014616702236830
Deci, E. L. (1975). Intrinsic motivation. Plenum.
https://doi.org/10.1007/978-1-4613-4446-9
Deci, L., & Ryan, R. (2000). Intrinsic and extrinsic motivations: Classic definitions and
new directions. Contemporary Educational Psychology, 25(1), 54–67.
https://doi.org/10.1006/ceps.1999.1020
Desai, T., Ali, S., Fang, X., Thompson, W., Jawa, P., & Vachharajani, T. (2016). Equal
work for unequal pay: The gender reimbursement gap for healthcare providers in
the United States. Postgraduate Medical Journal, 92(1092), 571–575.
http://dx.doi.org/10.1136/postgradmedj-2016-134094

135

Djukic, M., Kovner, C., Budin, W. C., & Norman, R. (2010). Physical work environment:
Testing an expanded model of job satisfaction in a sample of registered
nurses. Nursing Research, 59(6), 441–451.
https://doi.org/10.1097/NNR.0b013e3181fb2f25
Durst, S. L. (1999). Assessing the effect of family friendly programs on public
organizations. Review of Public Personnel Administration, 19, 19–33.
https://doi.org/10.1177/0734371X9901900302
Eby, L. T., Freeman, D. M., Rush, M. C., & Lance, C. E. (1999). Motivational bases of
affective organizational commitment: A partial test of an integrative theoretical
model. Journal of Occupational and Organizational Psychology, 72(4), 463–483.
https://doi.org/10.1348/096317999166798
Eisenberger, R., Fasolo, P., & Davis-LeMastro, V. (1990). Perceived organizational
support and employee diligence, commitment, and innovation. Journal of Applied
Psychology, 75(1), 51–59. https://doi.org/10.1037/0021-9010.75.1.51
Evjen, V. H. (2014). The federal probation system: The struggle to achieve it and its first
25 years. Fed. Probation, 78, 27.
Faragher, E. B., Cass, M., & Cooper, C. L. (2013). The relationship between job
satisfaction and health: A meta-analysis. From Stress to Wellbeing, 1, 254–271.
https://doi.org/10.1057/9781137310651_12
Fleming, J. (1974). Approach and avoidance motivation in interpersonal competition: A
study of black male and female college students (Unpublished doctoral
dissertation). Harvard University.

136

Gagne, M., & Deci, E. L. (2005). Self-determination theory and work motivation.
Journal of Organizational Behavior, 26(4), 331–362.
https://doi.org/10.1002/job.322
García, G. A., Gonzales-Miranda, D. R., Gallo, O., & Roman-Calderon, J. P. (2019).
Employee involvement and job satisfaction: A tale of the millennial
generation. Employee Relations: The International Journal, 41(3).
https://doi.org/10.1108/ER-04-2018-0100
Gardner, D. G., Van Dyne, L., & Pierce, J. L. (2004). The effects of pay level on
organization-based self-esteem and performance: A field study. Journal of
Occupational and Organizational Psychology, 77(3), 307–322.
https://doi.org/10.1348/0963179041752646
Garling, T., Kirchler, E., Lewis, A., & Van Raaij, F. (2009). Psychology, financial
decision making, and financial crises. Psychological Science in the Public
Interest, 10(1), 1–47. https://doi.org/10.1177/1529100610378437
Goodwin, C., & Ross, I. (1992). Consumer responses to service failures: Influence of
procedural and interactional fairness perceptions. Journal of Business Research,
25(2), 149–164. https://doi.org/10.1016/0148-2963(92)90014-3
Gould-Williams, J., & Davies, F. (2005). Using social exchange theory to predict the
effects of hrm practice on employee outcomes: An analysis of public sector
workers. Public Management Review, 7, 1–24.
https://doi.org/10.1080/1471903042000339392

137

Grawitch, M. J., Gottschalk, M., & Munz, D. C. (2006). The path to a healthy workplace:
A critical review linking healthy workplace practices, employee well-being, and
organizational improvements. Consulting Psychology Journal, 58, 129–147.
https://doi.org/10.1037/1065-9293.58.3.129
Grawitch, M. J., Trares, S., & Kohler, J. M. (2007). Healthy workplace practices and
employee outcomes. International Journal of Stress Management, 14(3), 275.
https://doi.org/10.1037/1072-5245.14.3.275
Griffin, K. (2021, March 23). Tools for working together (communication,
accountability, expectations, and feedback). [Video conference].
Gulliver, P., Towell, D., & Peck, E. (2003). Staff morale in the merger of mental health
and social care organizations in England. Journal of Psychiatric and Mental
Health Nursing, 10(1), 101–107.
https://doi.org/10.1046/j.1365-2850.2003.00544.x
Gunn, N. (2018, November 21). Encouraging employee motivation through internal
promotion. Incentive Solutions. https://www.incentivesolutions.com/encouragingemployee-motivation-internal-promotion/
Hackman, J. R., & Oldham, G. R. (1980). Work redesign. Addison-Wesley.
Harley, B., Ramsay, H., & Scholarios, D. (2000). Employee direct participation in Britain
and Australia: Evidence from AWIRS95 and WERS98. Asia Pacific Journal of
Human Resources, 38(2), 42–53. https://doi.org/10.1177/103841110003800204

138

Hassan, S. (2013). Does fair treatment in the workplace matter? An assessment of
organizational fairness and employee outcomes in government. The American
Review of Public Administration, 43(5), 539–557.
https://doi.org/10.1177/0275074012447979.
Hersey, P., & Blanchard, K. H. (1988). Management of organizational behavior:
Utilizing human resources. Prentice-Hall.
Herzberg, F. (1968). One more time: How do you motivate employees? Harvard
Business Review, 65.
Herzberg, F., Mausner, B., & Snyderman, B. (1993). The motivation to work. Transaction
Publishers.
Homans, G. C. (1958). Social behavior as exchange. American Journal of Sociology, 63,
597–606. https://doi.org/10.1086/222355
Horner, M. S. (1968). Sex differences in achievement motivation and performance in
competitive and non-competitive situations (Unpublished doctoral dissertation).
University of Michigan.
Hughes, J. M., & Henkel, K. S. (2015). The federal probation and pretrial service system
since 1975: An era of growth and change. Fed. Probation, 79, 48.
Janssen, P. A., Harris, S. J., Soolsma, J., Klein, M. C., & Seymour, L. C. (2001). Single
room maternity care: The nursing response. Birth, 28, 173–179.
https://doi.org/10.1046/j.1523-536x.2001.00173.x

139

Kamery, R. H. (2004). Employee motivation as it relates to effectiveness, efficiency,
productivity, and performance. In Proceedings of the Academy of Legal, Ethical
and Regulatory Issues, 8, 139–144.
https://citeseerx.ist.psu.edu/viewdoc/download?doi=10.1.1.136.5432&rep=rep1&t
ype=pdf#page=146
Kang, D. S., & Stewart, J. (2007). Leader-member exchange (LMX) theory of leadership
and HRD: Development of units of theory and laws of interaction. Leadership &
Organization Development Journal, 28(6).
https://doi.org/10.1108/01437730710780976
Kanwar, Y. P. S., Singh, A. K., & Kodwani, A. D. (2009). Work-life balance and
burnout as predictors of job satisfaction in the IT-ITES industry. Vision, 13, 1–12.
https://doi.org/10.1177/097226290901300201
Kiazad, K., Kraimer, M. L., & Seibert, S. E. (2019). More than grateful: How employee
embeddedness explains the link between psychological contract fulfillment and
employee extra-role behavior. Human Relations, 72(8), 1315–1340.
https://doi.org/10.1177/0018726718806352
Klomegah, R., & Fleming, N. (2014). Pay inequity: A comparative analysis of pay
inequality in the United States by selected correlates. The Journal of Public and
Professional Sociology, 6(1), 3.
https://digitalcommons.kennesaw.edu/jpps/vol6/iss1/3
Kohn, A. (1993). Why incentive plans cannot work. Harvard Business Review, 71(5),
54–63. https://hbr.org/1993/09/why-incentive-plans-cannot-work

140

Kossek, E., Lewis, S., & Hammer, L. B. (2010). Work-life initiatives and organizational
change: Overcoming mixed messages to move from the margin to the
mainstream. Human Relations, 63, 3–19.
https://doi.org/10.1177/0018726709352385
Kovach, K. A. (1987). What motivates employees? Workers and supervisors give
different answers. Business Horizons, 30, 58–65.
https://doi.org/10.1016/0007-6813(87)90082-6
Jimenez, P., Winkler, B., & Dunkl, A. (2017). Creating a healthy working environment
with leadership: The concept of health-promoting leadership. The International
Journal of Human Resource Management, 28(17), 2430–2448.
https://doi.org/10.1080/09585192.2015.1137609
Judge, T. A., Piccolo, R. F., Podsakoff, N. P., Shaw, J. C., & Rich, B. L. (2010). The
relationship between pay and job satisfaction: A meta-analysis of the
literature. Journal of Vocational Behavior, 77(2), 157–167.
https://doi.org/10.1016/j.jvb.2010.04.002
Ke, R., Li, J., & Powell, M. (2015, March 2). How to keep employees motivated in the
absence of promotions. Kellogg Insight.
https://insight.kellogg.northwestern.edu/article/keeping-employees-motivated-inthe-absence-of-promotions
Kim, S. E., & Rubianty, D. (2011). Perceived fairness of performance appraisals in the
federal government: Does it matter? Review of Public Personnel
Administration, 31(4), 329–348. https://doi.org/10.1177/0734371X11428903

141

Landis, R. (2017). Inferential statistics. Sage Encyclopedia of Industrial and
Organizational Psychology, 2, 718–720.
Latham, G. P., & Saari, L. M. (1979). Importance of supportive relationships in goal
setting. Journal of Applied Psychology, 64(2), 151.
https://doi.org/10.1037/0021-9010.64.2.151
Lawler, E. E., & Porter, L. W. (1963). Perceptions regarding management
compensation. Industrial Relations: A Journal of Economy and Society, 3(1), 41–
50. https://doi.org/10.1111/j.1468-232X.1963.tb00808.x
Lazear, E. P. (2018). Compensation and incentives in the workplace. Journal of
Economic Perspectives, 32(3), 195–214. https://doi.org/10.1257/jep.32.3.195
Lee, Y., & Kim, J. N. (2017). Authentic enterprise, organization-employee relationship,
and employee-generated managerial assets. Journal of Communication
Management, 21(3), 236–253. https://doi.org/10.1108/JCOM-02-2017-0011
Ley, R. G., & Bryden, M. P. (1982). A dissociation of right and left hemispheric effects
for recognizing emotional tone and verbal content. Brain and Cognition, 1(1), 3–
9. https://doi.org/10.1016/0278-2626(82)90002-1
Locke, E. A. (1967). Further data on the relationship of task success to liking and
satisfaction. Psychological Reports, 20(1), 246–246.
https://doi.org/10.2466/pr0.1967.20.1.246
Locke, E. A. (1976). The nature and causes of job satisfaction. Handbook of Industrial
and Organizational Psychology, 1, 1297–1349.

142

Locke, E. A., & Latham, G. P. (1984). Goal setting: A motivational technique that works!
Organizational Dynamics, 8(2) 68–80.
https://doi.org/10.1016/0090- 2616(79)90032-9
Locke, E. A., & Latham, G. P. (1990). A theory of goal setting & task performance.
Prentice-Hall, Inc.
Locke, E. A., & Latham, G. P. (2004). What should we do about motivation theory? Six
recommendations for the twenty-first century. Academy of Management
Review, 29(3), 388–403. https://doi.org/10.5465/amr.2004.13670974
Locke, E. A., & Latham, G. P. (Eds.). (2013). New developments in goal setting and task
performance. Routledge. https://doi.org/10.4324/9780203082744
Locke, E. A., Shaw, K. N., Saari, L. M., & Latham, G. P. (1981). Goal setting and task
performance: 1969-1980. Psychological Bulletin, 90(1), 125.
https://doi.org/10.1037/0033-2909.90.1.125
Lockwood, N. R. (2003). Work/life balance. Challenges and Solutions, SHRM Research,
USA, 2–10.
https://www.academia.edu/6531004/Work_Life_Balance_Challenges_and_Soluti
ons
Longenecker, C. O. (2011). How the best motivate workers. Industrial Management, 53,
8–13. https://www.iise.org/Details.aspx?id=23814
Major, D. A., Verive, J. M., & Joice, W. (2008). Telework as a dependent care solution:
Examining current practice to improve telework management strategies. The
Psychologist-Manager Journal, 11, 65–91.
https://doi.org/10.1080/10887150801967134

143

Maruyama, T., Hopkinson, P. G., & James, P. W. (2009). A multivariate analysis of
work–life balance outcomes from a large-scale telework programme. New
Technology, Work and Employment, 24, 76–88.
https://doi.org/10.1111/j.1468-005X.2008.00219.x
Maslow, A. H. (1943). A theory of human motivation. Psychological Review, 50(4), 370–
96. https://doi.org/10.1037/h0054346
Maslow, A. H. (1954). Motivation and personality. Harper.
Maslow, A. H. (1962). Toward a psychology of being. D. Van Nostrand
Company. https://doi.org/10.1037/10793-000
Maslow, A. H. (1970a). Motivation and personality. Harper & Row.
Maslow, A. H. (1970b). Religions, values, and peak experiences. Penguin.
(Original work published 1966)
Maslow, A. H. (1987). Motivation and personality (3rd ed.). Pearson
Education.
Matta, F. K., Scott, B. A., Koopman, J., & Conlon, D. E. (2015). Does seeing “eye to
eye” affect work engagement and organizational citizenship behavior? A role
theory perspective on LMX agreement. Academy of Management Journal, 58(6),
1686–1708. https://doi.org/10.5465/amj.2014.0106
McAdams, D. P. (1982). Experiences of intimacy and power: Relationships between
social motives and autobiographical memory. Journal of Personality and Social
Psychology, 42(2), 292–302. https://doi.org/10.1037/0022-3514.42.2.292
McClelland, D. C. (1987). Human motivation. CUP Archive.
https://doi.org/10.1017/CBO9781139878289

144

McClelland, D. C., & Burnham, D. H. (1976). Power is the great motivator. Harvard
Business Review Press.
McClelland, D. C., Davidson, R., Saron, C., & Floor, E. (1980). The need for power,
brain norepinephrine turnover and learning. Biological Psychology, 10(2), 93–
102. https://doi.org/10.1016/0301-0511(80)90030-7
Meeker, B. S. (2015). The federal probation system: The second 25 years, 19501975. Fed. Probation, 79, 37.
Mertens, D. M., & Wilson, A. T. (2019). Program evaluation theory and practice.
Guilford Publications.
Miner, J. B. (2005). Organizational behavior: Essential theories of motivation and
leadership (Vol. 1). ME Sharpe.
Mitchell, T. R., Holtom, B. C., Lee, T. W., Sablynski, C. J., & Erez, M. (2001). Why
people stay: Using job embeddedness to predict voluntary turnover. Academy of
Management Journal, 44(6), 1102–1121. https://doi.org/10.5465/3069391
Morrow, P. C. (2011). Managing organizational commitment: Insights from longitudinal
research. Journal of Vocational Behavior, 79(1), 18–35.
https://doi.org/10.1016/j.jvb.2010.12.008
Mustafa, G., & Ali, N. (2019). Rewards, autonomous motivation and turnover intention:
Results from a non-Western cultural context. Cogent Business &
Management, 6(1), 1676090. https://doi.org/10.1080/23311975.2019.1676090
Pacheco, G., & Webber, D. (2016, February). Job satisfaction: How crucial is
participative decision making? Personnel Review. https://doi.org/10.1108/PR-042014-0088

145

Parus, B. (2000). Measuring the ROI of work/life programs. Work Span, 43, 50–54.
https://www.academia.edu/6531004/Work_Life_Balance_Challenges_and_Soluti
ons
Patall, E. A., Cooper, H., & Robinson, J. C. (2008). The effects of choice on intrinsic
motivation and related outcomes: A meta-analysis of research
findings. Psychological Bulletin, 134, 270.
https://doi.org/10.1037/0033-2909.134.2.270
Pinder, C. C. (1998). Work motivation in organizational behavior. Prentice Hall.
Porter, L. W., Bigley, G. A., & Steers, R. M. (2003). Motivation and work behavior.
McGraw Hill.
Porter, T. H., Riesenmy, K. D., & Fields, D. (2016). Work environment and employee
motivation to lead: Moderating effects of personal characteristics. American
Journal of Business, 31(2). https://doi.org/10.1108/AJB-05-2015-0017
Prince, J. B. (2003). Career opportunity and organizational attachment in a blue-collar
unionized environment. Journal of Vocational Behavior, 63(1), 136–150.
https://doi.org/10.1016/S0001-8791(02)00024-6
Rajhans, K. (2012). Effective organizational communication: A key to employee
motivation and performance. Interscience Management Review, 2(2), 81–85.
Randolph-Seng, B., Mitchell, R. K., Marin, A., & Lee, J. H. (2015). Job security and
entrepreneurship: Enemies or allies? Journal of Applied Management and
Entrepreneurship, 20(1), 24. https://doi.org/10.9774/GLEAF.3709.2015.ja.00004
Redmond, B. (2013, August 29). Work attitudes and job motivation.
https://wikispaces.psu.edu/display/PSYCH484VLN/10.+Job+Design

146

Rizzo, J. R., House, R. J., & Lirtzman, S. I. (June 1970). Role conflict and ambiguity in
complex organizations. Administrative Science Quarterly, 150–163.
https://doi.org/10.2307/2391486
Romzek, B. S. (1985). The effects of public service recognition, job security and staff
reductions on organizational involvement. Public Administration Review, 45(2),
282–291. https://doi.org/10.2307/976149
Rothman, S., Bedlington, A. H., Isenberg, P., & Schnitzer, R. (1977). Ethnic variations in
student radicalism. Sources of Contemporary Radicalism (S. Bialer, Ed.), 151–
211. https://doi.org/10.4324/9780429303692-3
Scott, D., Bishop, J. W., & Chen, X. (2003). An examination of the relationship of
employee involvement with job satisfaction, employee cooperation, and intention
to quit in US invested enterprise in China. The International Journal of
Organizational Analysis, 11(1). https://doi.org/10.1108/eb028960
Sharma, D., Borna, S., & Stearns, J. M. (2009). An investigation of the effects of
corporate ethical values on employee commitment and performance: Examining
the moderating role of perceived fairness. Journal of Business Ethics, 89(2), 251–
260. https://doi.org/10.1007/s10551-008-9997-4
Shaughnessy, A. O. (May 8, 2017). Employees are a company’s greatest asset, they’re
your competitive advantage. Poppulo. https://www.poppulo.com/blog/employeesare-a-companys-greatest-asset-theyre-your-competitive-advantage

147

Silverthorne, C. P. (1992). Work motivation in the United States, Russia, and the
Republic of China (Taiwan): A comparison. Journal of Applied Social
Psychology, 22(20), 1631–1639.
https://doi.org/10.1111/j.1559-1816.1992.tb01761.x
Sirota, D., Mischkind, L. A., & Meltzer, M. I. (2011). Why your employees are losing
motivation & what to do about it. Nonprofit World, 29, 20–21.
https://www.snpo.org/members/Articles/Volume29/Issue4/V290420.pdf
Spreitzer, G. M. (1995). Psychological empowerment in the workplace: Dimensions,
measurement, and validation. Academy of Management Journal, 38, 1442–1465.
https://doi.org/10.5465/256865
Stewart, A. J., & Rubin, Z. (1976). The power motive in the dating couple. Journal of
Personality and Social Psychology, 34(2), 305.
https://doi.org/10.1037/0022-3514.34.2.305
Stringer, C., Didham, J., & Theivananthampillai, P. (2011). Motivation, pay satisfaction,
and job satisfaction of front-line employees. Qualitative Research in Accounting
& Management, 8(2), 161–179. https://doi.org/10.1108/11766091111137564
Tavakol, M., & Dennick, R. (2011). Making sense of Cronbach's alpha. International
Journal of Medical Education, 2, 53–55. https://doi.org/10.5116/ijme.4dfb.8dfd
Taylor, S. E. (1991). Asymmetrical effects of positive and negative events: The
mobilization-minimization hypothesis. Psychological Bulletin, 110(1), 67.
https://doi.org/10.1037/0033-2909.110.1.67

148

Terpstra, D. E., & Honoree, A. L. (2005). Employees' responses to merit pay
inequity. Compensation & Benefits Review, 37(1), 51–58.
https://doi.org/10.1177%2F0886368704273101
Tolman, E. C. (1948). Cognitive maps in rats and men. Psychological Review, 55(4), 189.
Trivellas, P., Reklitis, P., & Platis, C. (2013). The effect of job related stress on
employees’ satisfaction: A survey in health care. Procedia-Social and Behavioral
Sciences, 73, 718–726. https://doi.org/10.1016/j.sbspro.2013.02.110
Turnley, W. H., Bolino, M. C., Lester, S. W., & Bloodgood, J. M. (2003). The impact of
psychological contract fulfillment on the performance of in-role and
organizational citizenship behaviors. Journal of Management, 29(2), 187–206.
https://doi.org/10.1177/014920630302900204
U.S. Bureau of Labor Statistics. (2021a, March 11). Annual total separation rates by
industry and region, not seasonally adjusted.
https://www.bls.gov/news.release/jolts.t16.htm
U.S. Bureau of Labor Statistics. (2021b, April 9). Employment by detailed occupation.
https://www.bls.gov/emp/tables/emp-by-detailed-occupation.htm
U.S. Merit Systems Protection Board. (2008). The power of federal employee
engagement. U.S. Government Printing Office.
https://bookstore.gpo.gov/products/power-federal-employee-engagement
U.S. Merit Systems Protection Board. (2017). Federal employee engagement: The
motivating potential of job characteristics and rewards. U.S. Government
Printing Office. https://bookstore.gpo.gov/products/federal-employeeengagement-motivating-potential-job-characteristics-and-rewards

149

Vidic, Z., & Burton, D. (2011). Developing effective leaders: Motivational correlates of
leadership styles. Journal of Applied Sport Psychology, 23(3), 277–291.
https://doi.org/10.1080/10413200.2010.546827
Vroom, V. H. (1964). Work and motivation. Wiley.
Vroom, V. H. (1995). Work and motivation (Rev. ed.). Jossey-Bass Classics.
Weiner, B. (1966). Role of success and failure in the learning of easy and complex
tasks. Journal of Personality and Social Psychology, 3(3), 339.
https://doi.org/10.1037/h0022993
Weiss, W. H. (2001). Building morale, motivating and empowering employees.
Supervision, 62, 3–6.
Westfall, P., & Arias, A. (2020). Understanding regression analysis: A conditional
distribution approach. CRC Press, Taylor & Francis Group.
https://doi.org/10.1201/9781003025764
Whitaker, B. G., Dahling, J. J., & Levy, P. (2007). The development of a feedback
environment and role clarity model of job performance. Journal of
Management, 33(4), 570–591. https://doi.org/10.1177/0149206306297581
Winter, D. G. (1988). The power motive in women—and men. Journal of Personality
and Social Psychology, 54(3), 510. https://doi.org/10.1037/0022-3514.54.3.510
World Health Organization. (2021, September 2). Coronavirus.
https://www.who.int/health-topics/coronavirus#tab=tab_1

150

APPENDIX A: IRB Approval Letter

151

APPENDIX B: Email to Chief Probation Officers to Elicit Participation
Dear Chief Probation Officers,
My name is Officer Thomas, and I am currently employed as a probation officer in the
Western District of Kentucky. As a doctoral candidate at Western Kentucky University, I
am reaching out to each chief to elicit participation in a study that focuses on factors that
motivate probation officers. This study will also aim to identify any relationship between
motivation and various demographic characteristics, as well as potential turnover within
the federal probation system. This study will be strictly limited to front-line officers who
do not hold a supervisory role.
It is my hope that this study will help identify factors that motivate officers and thus
provide guidance on ways to increase motivation and engagement with line officers. This
study needs a minimum of 300 participants in order to allow for the generalization of
results, so your assistance is essential. As retention becomes more difficult, and turnover
increases, it is vital for districts to understand the needs of their officers. With your
cooperation, my study will address those needs.
It is extremely important to emphasize that this study will be anonymous and
confidential. Participants will be asked to disclose which district they are employed in,
their age, gender, job role, salary, years of experience, level of education, years until
retirement, and case load size. This information will be aggregated and utilized for
generalization purposes. It is the goal of the author to publicize the information received
in order to educate those within this field.
It should be noted information pertaining to individual districts will not be publicized in a
way in which the audience will be able to identify. Districts will only be discussed using
a simple label (i.e. District A) in reported findings. Chief probation officers will have the
opportunity to request generalized findings pertaining to their specific district, which
could be potentially very helpful to you and your management team.
If you are interested in allowing your officers to participate in my study or would like to
seek out additional information regarding this study, please respond to this email or
contact the number listed. Thank you for time and consideration. I look forward to
working with your district.
Aleda Thomas
United States Probation Officer
Western District of Kentucky
Aleda.thomas177@topper.wku.edu
270-793-4619
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APPENDIX C: Email to Participants
Dear Participant,
My name is Officer Aleda Thomas, and I am currently a doctoral candidate at Western
Kentucky University. For my dissertation, I will be focusing on factors that motivate
federal probation officers. There are currently very few studies available that focus on
federal probation officers and their needs. As such, it is the goal of this study to provide
management with information to better understand what motivates officers and how those
needs might be met. Because you are a fellow colleague of the United States
Pretrial/Probation system, I am inviting you to participate in this anonymous and
confidential study.
The following questionnaire will take approximately 15-20 minutes to complete. There is
no compensation for completion, and there are no known risks. To ensure all information
remains confidential and anonymous, do not include your name. I am asking you to
indicate the district where you work, solely so we can look at summary data to determine
if there are district differences. NO individual data will be shared with your Chief or the
system overall. The summary results will be shared with my dissertation committee and
available for public viewing. It is also the goal to have an article published to encourage
the federal probation system to consider ways to increase employee motivation.
If you choose to participate in this study, please answer all questions honestly and
completely. Participation is voluntary, and you may refuse to participate at any time
during the survey. Questions contained in this survey do not reflect the views and/or
opinions of the Federal Probation and Pretrial Services System. A response to this
survey no later than April 15, 2020, would be greatly appreciated.
I appreciate your time and consideration for assisting my educational endeavors.
Completion of this questionnaire will indicate your willingness to participate in this
study. I am hopeful that the data collected will provide useful information in exploring
ways to ensure that officers are motivated and engaged. If you require additional
information or have any questions, please feel free to contact me at my email address
listed below.
Sincerely,

Aleda M. Thomas
Aleda.Thomas177@topper.wku.edu
Please click the following link to access the web-based survey:
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APPENDIX D: Permission to Use Survey Instrument
From: "Conrad, David" <conradd@augsburg.edu> Date: January 30, 2020 at 7:53:17
AM EST
To: Aleda Thomas <aleda9093@gmail.com>
Subject: Re: Permission for use of survey instrument
Hello: Thanks for the clarification. Yes, you may use it. Good luck with your studies.
Dave Conrad
On Thu, Jan 30, 2020 at 6:15 AM Aleda Thomas <aleda9093@gmail.com> wrote: Good
morning,
I am looking to use the 12 item scale that appears in:
Conrad, D., Ghosh, A., & Isaacson, M. (2015). Employee motivation factors: A
comparative study of the perceptions between physicians and physician leaders.
International Journal of Public Leadership, 11(2), 92-106.
Thanks for your time. Aleda
On Wednesday, January 29, 2020, David Conrad <conradd@augsburg.edu> wrote:
Hello: Which survey instrument are you referring to?
Dave Conrad
Sent from my iPhone
On Jan 29, 2020, at 7:19 PM, Aleda Thomas <aleda9093@gmail.com> wrote:
Good afternoon,
I hope this email finds you well. I am reaching out in order to obtain written permission
to utilize your scale for my dissertation that focuses on motivation of federal probation
officers. With this scale, it in my intention to identify information that will be useful for
the organization. I thank you for your time and consideration.
Aleda Thomas
-Dave Conrad, Ed.D.
Professor Emeritus of Business Augsburg College
507 288 4377 conradd@augsburg.edu
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APPENDIX E: Survey Instrument
What is your age?
________________________________________________________________

What is your gender?

o
o
o
o

Male
Female
Non-Binary
Prefer not to answer

What is your ethnicity?

o
o
o
o
o
o
o

White
African American
Hispanic or Latino
Native American or American Indian
Asian/Pacific Islander
Biracial
Other

155

APPENDIX E (Continued)
What is your highest level of education?

o
o
o
o

Bachelor's Degree
Master's Degree
Doctoral Degree
Some graduate hours completed

The following questions pertain to specific questions relating to your current position
within the United States District Court.

How many years of experience do you have working as a Probation Officer for the U.S.
Courts?

o
o
o
o
o
o

Less than 2 years
2-5 years
6-10 years
11-15 years
16-20 years
More than 20 years
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APPENDIX E (Continued)
In what district are you currently employed?

o
o
o
o
o
o
o
o
o
o
o
o
o
o
o
o
o
o
o
o

Alabama, Northern
Alabama, Middle
Alabama, Southern
Alaska
Arizona
Arkansas, Eastern
Arkansas, Western
California, Northern
California, Eastern
California, Central
California, Southern
Colorado
Connecticut
Delaware
District of Columbia
Florida, Northern
Florida, Middle
Florida, Southern
Georgia, Northern
Georgia, Middle
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APPENDIX E (Continued)

o
o
o
o
o
o
o
o
o
o
o
o
o
o
o
o
o
o
o
o
o

Georgia, Southern
Hawaii
Idaho
Illinois, Northern
Illinois, Central
Illinois, Southern
Indiana, Northern
Indiana, Southern
Iowa, Northern
Iowa, Southern
Kansas
Iowa, Northern
Iowa, Southern
Kansas
Kentucky, Eastern
Kentucky, Western
Louisiana, Eastern
Louisiana, Middle
Louisiana, Western
Maine
Maryland
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APPENDIX E (Continued)

o
o
o
o
o
o
o
o
o
o
o
o
o
o
o
o
o
o
o
o
o

Massachusetts
Michigan, Eastern
Michigan, Western
Minnesota
Mississippi, Northern
Mississippi, Southern
Missouri, Eastern
Missouri, Western
Montana
Nebraska
Nevada
New Hampshire
New Jersey
New Mexico
New York, Northern
New York, Southern
New York, Eastern
New York, Western
North Carolina, Eastern
North Carolina, Middle
North Carolina, Western
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APPENDIX E (Continued)

o
o
o
o
o
o
o
o
o
o
o
o
o
o
o
o
o
o
o
o
o

North Dakota
Ohio, Northern
Ohio, Southern
Oklahoma, Northern
Oklahoma, Eastern
Oklahoma, Western
Oregon
Pennsylvania, Eastern
Pennsylvania, Middle
Pennsylvania, Western
Puerto Rico
Rhode Island
South Carolina
South Dakota
Tennessee, Eastern
Tennessee, Middle
Tennessee, Western
Texas, Northern
Texas, Southern
Texas, Eastern
Texas, Western
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APPENDIX E (Continued)

o
o
o
o
o
o
o
o
o
o
o

Utah
Vermont
Virginia, Eastern
Virginia, Western
Washington, Eastern
Washington, Western
West Virginia, Northern
West Virginia, Southern
Wisconsin, Eastern
Wisconsin, Western
Wyoming

What is your current salary?

o
o
o
o
o

Less than $40,000/year
$40,001-$60,000/year
$60,001-$80,000/year
$80,001-$100,000/year
More than $100,000/year
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APPENDIX E (Continued)
Please indicate how strongly you agree or disagree with the following statement.
Neither
Strongly
Strongly
Disagree
Agree nor
Agree
Disagree
Agree
Disagree
My salary is
fair given
the amount
of work I
do and
where I
live.

o

o

o

o

How many years do you have until you are mandated to retire (age 57)?

o
o
o
o
o

Less than 3 years
3-5 years
5-10 years
10-15 years
More than 15 years

What is your current job role?

o
o
o
o

Primarily Pre-Trial Services
Primarily Presentence Investigator
Primarily Supervision Officer

Specialist (please indicate what type of specialist)
________________________________________________

o

Combined Roles (please indicate what roles you perform)
________________________________________________
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APPENDIX E (Continued)
On an average, how many Pretrial and/or Presentence reports do you complete each
month?
Does not
More
1-2
3-5
6-8
9-10
apply to
than 10
Reports
Reports
Reports
Reports
me
reports
Pretrial
Bond
Reports

o

o

o

o

o

o

Presentence
Reports

o

o

o

o

o

o

On an average, how many persons under supervision do you supervise?

o
o
o
o
o
o

25 or less
26-35
36-45
46-55
More than 55
I do not have a supervision caseload

The following questions provide you with the opportunity to discuss what motivates you
as an employer. Please answer openly and truthfully.
Please indicate to what degree you believe the following statements are true regarding
your current job.
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APPENDIX E (Continued)
Strongly
Disagree

Disagree

Neither Agree
nor Disagree

Agree

Strongly
Agree

o

o

o

o

o

You feel there is
appreciation of
work done;

o

o

o

o

o

There is a feeling
of empowerment
and autonomy;

o

o

o

o

o

You feel your
work is
interesting;

o

o

o

o

o

o

o

o

o

o

You feel you have
a positive
relationship with
management;

o

o

o

o

o

You feel the
working
conditions are
good;

o

o

o

o

o

You feel there is
room for
promotion/growth;

o

o

o

o

o

You feel
employees are
treated fairly;

o

o

o

o

o

o

o

o

o

o

You feel you have
a work-life
balance; and

o

o

o

o

o

You feel there are
clear goals and
roles

o

o

o

o

o

You feel "in on
things";

You feel you have
good wages;

You feel there is
job security;
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APPENDIX E (Continued)
To what degree do you feel the following factors motivate you?
Neither
Strongly
Disagree
Agree nor
Disagree
Disagree

Agree

Strongly
Agree

Feeling "in on
things";

o

o

o

o

o

Feeling
appreciated for
work done;

o

o

o

o

o

Feeling of
empowerment and
autonomy;

o

o

o

o

o

o
o

o
o

o
o

o
o

o
o

Having a positive
relationship with
management;

o

o

o

o

o

Having good
working
conditions;

o

o

o

o

o

Having the
potential for
promotion/growth;

o

o

o

o

o

o
o
o
o

o
o
o
o

o
o
o
o

o
o
o
o

o
o
o
o

Having interesting
work;
Having good
wages;

Being treated
fairly;
Having job
security;
Having a worklife balance; and
Having clear goals
and roles
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APPENDIX E (Continued)
The following questions pertain to retention of officers within the organization.
Please answer truthfully. As a reminder, this information will be anonymous and
confidential.
For the following statements, please indicate to what degree you agree or disagree with
the following statements.

I am making an
effort to
transfer to
another district
within the next
year.
I am making an
effort to find a
new job outside
of federal
probation
within the next
year.
I intend on
voluntarily
resigning from
my position
soon.
I frequently
think about
transferring to
another district
but have not
made an effort
to do so.
I frequently
think of ending
my
employment
with federal
probation but
have not made
an effort to do
so.

Strongly
Disagree

Disagree

Neither Agree
nor Disagree

Agree

Strongly
Agree

o

o

o

o

o

o

o

o

o

o

o

o

o

o

o

o

o

o

o

o

o

o

o

o

o
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APPENDIX E (Continued)
Are there any other reasons that contribute to your wanting to transfer or leave the
organization? (please specify below)
________________________________________________________________

Is there anything else you would like to say or comment on?
________________________________________________________________
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